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To Ffostering an active Jewish identity within overseasin Diaspora communities, strengthening their sense of belonging to the Jewish people, and building intensify their ties connection to Israel


Vision










	Comment by ALE Editor: Does this blue box need to be here?The UnitEd Model for change is part of the UnitEd Project for Jewish education Education in the Ddiaspora. Its aim is to strengthen Jewish schools around the world through Jewish and Israel studies, to fortify reinforce their sense of belonging to the Jewish people, and to deepen their sense of commitment to the communitycommunal commitment.











The model is flexible and modular. It is and is meant intended to be adapted and fitted for tailored to each community, according to its unique distinctive local and cultural characteristics, its distinctive educational and pedagogical views, and in line with the school's ethos. The accompanying consultant, her experience, and skills, of the project consultant  will havehas a significant impact on the model's application. The consultant is expected to assist help the school to navigate through the various components of the process. 	Comment by Liron Kranzler: I suggest rephrasing so that you first introduce the concept of the consultant:
‘Every community is accompanied by a consultant in implementing the model. The consultant helps the school navigate the different components of the process. Their experience and skills have a significant impact the implementation.’

The model’s authors designers have of the model have set forthcreated a theoretical framework within platform upon which each school, through its own communal wisdom, can forge develop its unique own process, responding to its individual needs and highlighting its special strengths. 	Comment by Liron Kranzler: Please see if this change reflects your intended meaning




Objectives




1. To Ddeveloping an authentic and independent Jewish identity, which is based on personal acquaintances and a deep personal individual and communal discovery and experimentationexperience. 
2. To Ggeneratinge interest, inspiration, and motivation as totowards Jewish resources, traditions, content and values.
3. To Ddeveloping a robust sense of belonging to the Jewish people and to the local  Jewish community; to, motivating motivate participants to impact their community's identity and future. 
4. To transforming schools into an anchor for the communal communityanchor, with growing concentric circles of effect impact and influence on its the surroundinglarger environment.
5.  To Sstrengthening the ties to Israel, and to its toboth its natural physical landscape and human landscapesenvironment.  	Comment by user: wrong words in English.  Not sure of a good alternative.	Comment by ALE Editor: Human Environment is a term used by the UN
6. To Llearning Hebrew as a sharedjoint cultural asset and a basis for ongoing Jewish creativity. 	Comment by Liron Kranzler: Or: collective














Principles for Action
[image: ]
1. A focused learning process
An in-depth process will take place on an educational, communal, and organizational level, in partnership with the school’s teachers, administration, students, and parents, as well as with members of the local Jewish communityAn in-depth educational-communal-managerial learning process, partnered by the school's teachers, administration, students, and parents, as well as by members of the local Jewish community, is to take place. The aim of this process is to apply implement the process's project’s objectives while taking the school’s vision into consideration the school's unique vision. 
 
2. A pedagogical journey
Planning aA pedagogical journey will be planned, to set the school's unique path forward along in one of the three axes areas of change: JudaismJewish identity, Jewish Communitycommunity, and Israel. 	Comment by user: The Hebrew may read 
יהדות
I would recommend that this be Jewish Identity.  The reason is that in English the Judaism implies religion while Jewish Identity not neccesarily.

3. Distinctive school characteristics 
The school’s core values of the school are towill serve as a thematic thread within throughout the school's educational process. 

4. A spiral-model multi-year process 
Composing aA spiral model for a multiannual multi-year process for the model's applicationimplementation process will be designed..	Comment by user: Multi-year

5. An annual workplan	Comment by user: A Project Length Workplan
Stating an Annual workplan implies that each year a workplan will be written.  I believe the intent here is that a workplan that covers the entire duration of the process will be drafted and followed.	Comment by ALE Editor: It does say
5.	תכנית עבודה שנתית
which would be translated as annual
Writing aAn annual workplan will be written for the school, derived from the multiannual multi-year (project-length) process. The project-length annual processworkplan will specify measurable goals (which will be registered on the schools' Gantt chart), a budget, and an implementation agenda. 	Comment by user: See comments above.	Comment by user: workplan

6. Assessment 
Applying a method to assessA process is implemented to assess and evaluate  the degree and magnitude scope of the impact of the educational change change undertaken byin the school.	Comment by user: Implementing assessment tools to measure	Comment by user: impact

The UnitEd Model for Jewish Schools Overseasin the Diaspora	Comment by ALE Editor: “Learning journeys” is a phrased used in the literature
https://www.baseconsulting.com/wp-content/uploads/2018/12/08-2018-E-Learning-Brochure-DEF.pdf
	Comment by ALE Editor: Item 3 mentioned 3 inspirational journeys – but this is not described in the section on the inspirational journeys – verify 
Stages of progress for the first year of the process's program implementation

1. Diagnostics ofAssessing the currentschool status situation 



[image: ] 4. The school’s visioning stage as dreamer
Building Based on the identified identification of the theoretical spearhead for change, the school's leadersleadership team will embarkembark  on 3 three inspirational learning journeys to give . Those will equip themthem with tools to for enriching the school's route for change process.
3. Educational workshops and inspirational and journeys
Following the 1st diagnostic stage of diagnostics, and in alignment line with the recommendations ofby the school’s consultant and the school's administration, a leading primary axis area will be identifiedalong which to make the change will be identified to . It will serve as the spearhead for the change process.
Diagnosing Assessment and mapping of of the school’s current status along in terms of the three core axesareas: Jewish studiesidentity,; Jewish community and Israel studies; and Community; this includes identifyingclarifying, formingsolidifying, and ratifying confirming the school's vision
7. Process's implementation
After the workplan is finalized finalizing the writing of the workplan, and its finaland authorization approved by the school's administration and the United UnitEd representatives, the stage of execution will commencethe implementation stage will begin. The success of implementation will be evaluated assessed according to a predefined evaluation processassessment method. 
Enriched with Based on the inspiration and insights gained , the school leaders from these journeys, the school’s leadership team will organize two cycles of dreaming visioning workshops (one for staff, the otherone for students), to define the characteristicscomponents of the proposed change , and the methods for itshow it will be implemented implementation.
6. Writing the school's workplan
Equipped with a novel Once the new theoretical and pedagogical structures are in place, the consultant will guide the choice of appropriate model, according to which the workplan will be written, and in congruence with the guidance of the school's consultant., the path forward will be determined.   
Having After completing completed stages 1 through  - 5, a workplan will be written that outlines for the school's change -process will be written. It will include an assessmentevaluation mechanisms process tofor measuringe the scope of change over time.

5. Strategic decision making
2. Identifying a spearhead for growth














 Products Outcomes and Derived Actions and Derivative Actionsfor Each Stage of the	Comment by ALE Editor: I translated 325 words that were not previously translated (I retranslated the entire table as even the parts in the last version did not seem accurate compared to the original)

Some of it does seem redundant, which may be why the original translator shortened it.
 According to the Process's Stages

	Assistance Required
	ProductsDerived Actions
	GoalsSteps/
Outcomes
	Stage
	

	Mapping and diagnosis, including:
A. Writing a diagnostic and mapping report 
B. Deriving key insights from the mapping process
C. Developing a 10-question survey to assess the school’s status in the core areas
	A. Analyzing the mapping and diagnosis
B. Identifying the area of change
C. Formulating the consultant’s impressions of the potential for changeDiagnosis report and recommendations for action
	Diagnosis ofMapping the school’s status regarding for each core axisarea
	Diagnostics and MappingDiagnosis of the School’s Status
	1

	A. Conducting a SWOT analysis for the activity area 
B. Providing a rationale for selecting the primary area
C. Formulating initial goals for the process
	A. Undergoing a process for selecting the area for spearheading the change
B. Making a final choice for the primary area for change
C. Formulating core values for the selected areaSWOT report, and preliminary goals for the journey of inspiration
	Identifying primary and secondary areas for change, with a rationale and explanation for the choicesSelecting the core axis to lead the change
	Focal point for changeSelecting areas to spearhead the change
	2

	A. Finalizing the goals for the journey
B. Developing and implementing a plan for the journey 
C. Summarizing the main insights following the journey, to develop a vision
	A. Asking fruitful questions and drawing mind maps to clarify concepts 
B. Setting goals and making travel plans, implementing the plansWriting a document of insights to be used as a platform for dreaming about change
	Embarking Going on an inspirational journey of inspiration as a platform setting for the dreaming stage
	Creating Journey of iinspirational-educational journeys
	3

	A. Creating guidelines clarifying gaps between the vision and achievements so far
B. Focusing the dreams towards fulfillment and realization
	A. Enabling the school staff to express their dreams and visions
B. Identifying challenges that lie between the reality and the dream 
C. Mapping proposals to fulfill the visionCompiling a list of dreams, identifying gaps between dreams and reality, selecting most applicable dreams for implementation
	Defining focal points and experiences to be manifest in the school in the primary and secondary activity areas Identifying targets for dreaming pertaining to the leading axis
	Dreaming Visioning workshop
	4

	A. Summarizing knowledge and insights from the various models
B. Selecting a model and providing a rationale for the choice
	A. Learning about various models for planning educational change
B. Determining the preferred model(s) to be implemented
C. Formulating a primary goal and sub-goals for the action planDeciding on the strategy for change, and drafting primary goals for the school’s workplan
	Selecting Adapting the pathway for change and for implementationmodel according to the path towards the change in the area that the school chose
	Selecting the path for change strategy
	5

	A. Completing the written action plan 
B. Putting the derived tasks into an annual Gantt chart
C. Working cooperatively with the school consultant 
	A. "What": defining measurable goals derived from the goals and based on the spiral structure of the program
B. "How": determining the work method
C. Drafting an evaluation and assessment planA spiral annual work plan for the school, which revolves around the selected axis
	Developing a spiral action plan to be implemented at the schoolWriting the school's work plan to implement change along the selected axis
	WorkplanWriting an action plan for the school
	6

	A. Writing a report documenting milestones 
B. Monitoring the plan and assisting the school consultant 
	A. First steps towards implementing the plan
B. Defining milestones for implementation and integration
C. Working in accordance with the assessment process A clear integration process, which defines responsibilities and roles for implementation
	Launching the process and getting underway and starting ,on the path towards change according to the implementation layout
	Integratingon and implementing the change planation
	7



 

a. A. Analysis of the information derived from mapping;
b. B. identifying axis of change
C..C. Consultant's  evaluates potential for change
Diagnosis and mapping, including::
a. Chart of schools diagnosis and mapping.
b. B. chart of key insights
c. C. questionnaire: 10 key Q to identify core axis
Mapping school status on each core axis
c. A. Analysis of the information derived from mapping;
d. B. identifying axis of change
C.. Consultant's  evaluates potential for change
Diagnosis and mapping, including::
d. Chart of schools diagnosis and mapping.
e. B. chart of key insights
f. C. questionnaire: 10 key Q to identify core axis

Mapping school status on each core axis
e. A. Analysis of the information derived from mapping;
f. B. identifying axis of change
C.. Consultant's  evaluates potential for change
Diagnosis and mapping, including::
g. Chart of schools diagnosis and mapping.
h. B. chart of key insights
i. C. questionnaire: 10 key Q to identify core axis
Mapping school status on each core axis
g. A. Analysis of the information derived from mapping;
h. B. identifying axis of change
C.. Consultant's  evaluates potential for change
Diagnosis and mapping, including::
j. Chart of schools diagnosis and mapping.
k. B. chart of key insights
l. C. questionnaire: 10 key Q to identify core axis


i. A. Analysis of the information derived from mapping;
j. B. identifying axis of change
C.. Consultant's  evaluates potential for change
Diagnosis and mapping, including::
m. Chart of schools diagnosis and mapping.
n. B. chart of key insights
o. C. questionnaire: 10 key Q to identify core axis




Introduction

The UnitEd model Model for growth Development and change Change is intended for schools who withhave  a passion for innovation and desire to make an impact mark: their mission is to aim higher, to dig deeper, to be more connected, and be more involved than ever before. The model is meant to allows the school's leadership teamhip to take an initiated break from the 'educational rat race', and so they can reto rethink,think  anew, the school's vision and, how to fulfil its educational callingpurpose. Further, they can consider, and the relationship between their vision and ese and the daily reality of theat the school on a day-to-day basis. In this senseway, the model is offers an opportunity for a each participating school joint intra-school innovation, and for a pedagogical transformation of the school's ethosto bring about a fundamental and formative pedagogic change in the school’s functioning and development.  	Comment by ALE Editor: this is the phrase often used in English


Therefore, the model must include general (generic) aspects so it can In order to permit local implementation, the proposed model that follows must assume a flexible and modular form, thus servinge as a framework and road map for the school's transformative process: each school is invited encouraged to interpret the model's concepts and ideas as it sees fit, according to its own educational pedagogical outlookvision, and in the context of its unique distinct cultural environment. 

While the model allows for flexibilityis flexible and does not impose one “correct” way to operate, it is not without context. The model is : as part of the policy of Jewish Peoplehood concept, the implementation of the policy of theimplemented by Israel’s Ministry of Diaspora Affairs, and the UnitEd organization. , the Its proposed focus ises on three areas or “axes” of Jewish Peoplehood: the world of Jewish content, values, and traditionscreativity; Jewish communityality in all its various formsformats, shades, and frameworks, and on ties to the State of Israel and its distinctive, diverse physical landscapes, and many faceshuman environments.. 
An important factor to be considered is the team that will leading team of the change process-for-change. The school must entrust process's leadership for the program with to a team whose members are passionate team members and , who are exexcited about making a real change in the school on one hand, but yet who know theare familiar enough with the school well enough to identify with its current goals, and to appreciate the its educational work and on the other hand. The leading team members must enjoy the esteem ofbe respected by their colleagues and the trusted by of the schools' administration. It is advised to include tThe school’s consultant school's should be involved in the process of proposing and selecting the team membersaccompanying consultant in the selection process, and the considerations that lead up to final decision. 

The team should include preferably have 3-5three to five members. It The team should establish procedures for sharing and updating their colleagues on about their progress and receiving feedback. They should encourage the entire school staff to participate and share the responsibility for the change process that the school undertakes.
The UnitEd organization offers its full support and advisory services tothose all schools who that choose decide to use the proposed model as a path for dreaming towards envisioning and and fulfilling its dreams its full support. We consider an exciting  joint and thrilling Journeyjourney to be undertaken together. 
With good wishes for an exciting endeavorWishing you successful and enjoyable process,
The UnitEd Team
















The Accompanying Consultant
The accompanying consultants play a key role in accompanying the process, and theirher importance to its success cannot be overstated. The cConsultants should contribute use from their experience, knowledge, and ingenuity to assist the school to in implement the model, so that it would be applied in the best possible waybringing the model’s framework to life so that it can be utilized to its fullest potential and bring about change. It is important that the consultant promote the change-process inthat reflects  accordance with the school's ambitions, passions, and values. 	Comment by ALE Editor: I suggest explaining here that the consultant is appointed by UnitEd. 
Among tThe consultant’s roles areinclude:
1. To conductConducting a pedagogical diagnosis of the school's aims for the program and their commitment for to the projectit.
2. Inspiring and encouraging the educational team and encourage it to dream, and envisage envision what they aspire for the school forto become.
 3.  Creating a dialogue between among all the relevant the school's stakeholders regarding the challenges facing the school, and working towards formulating to conduct a discourse towards agreementss regarding ways to overcome them.
4. Encouraging schools towards to adopt the goal of strengthening of forming ties with Israel, without making this as a mandatory requirement.
5. Assisting the school's administration in developing the detailed annual and multi-year work plans plans and setting a timetable detailed in thefor implementation of the various stages of the  model's application stages, and to set a timetable for its implementation. They should encourage the school to carry out the any actions-items defined in the workplans, according to the selected change model.
6. Serving as the liaison between the school's program’s administration, the the process's leadershipschool’s administration, and the team leading team of the change process in the school.
7. Managing the budget assigned allocated by UnitEd both byby identifying various end-productsexpenses, and managing the the administrational aspects of the processadministration of the process.
8. Using the findings of the evaluation, which was carried out by an external party at the outset of the program, to help the school specify its goals and formulate a work plan.To school's process may be assessed by an external assessing agency. The consultant should use its findings to make sure the school's workplans are accurately drafted.





Stage 1. School Diagnosis
The following questionnaire precedes is the primary tool for the mapping the school's change- process and measuring is the main mapping tool for its success. The questionnaire is meant tois designed to provide the consultant and the UnitEd team with a detailed account of several key aspects of the school's status, in several significant aspects.

Gathering the information required for the questionnaire will be carried outData will be collected through interviews and discussions with the school's team members and staff; through visiting classrooms and attending observing classes during teaching hourslessons; through reading material that will be provided by the UnitEd team upon requests and according to needs; and and through impressions ofbeing present in the school building and the school yard, gathteringgathering impressions of what is being done in word and deed.

The questionnaire examines the following aspects:
a. The school's vision and the way it envisages its future ("image of future")image for its future. 
b. Aspects already in place at the school including its pedagogical view, teaching process, the teachers' room, and assessment methods. 
c. The infrastructure, quality,  and level, and of professionalism for of teaching Jewish studies, and Hebrew language teachinginstruction, and the experiential education in the school.
d. The school's community and parents’s' involvement.
e. The engines drivers for change in the school.	Comment by ALE Editor: this is the word used by Fullan (below)



***




A. The School's Vision and Image for its Future
1.  Does the school have a written vision statement? If so, what are its components? When was it developed? (A copy of the vision statement should be attached to the diagnostic report). If there is no vision statement, assess why not.	Comment by ALE Editor: or articulated?
2. Can the teaching staff, students and parents articulate the school's vision and image for its future? Does this vision affect how the school functions on a daily basis? (If so, please detail how, and give examples).
3. Is the school’s “general” vision” separate from its "Jewish vision"? Is there a link between them? If so, what is the link?
4. Does the school vision relate in any way to the three core areas of change on which the proposed model relies? (Jewish studiesidentity, Israel studies, and Jewish community, and Israel). If so, how are they expressed?	Comment by ALE Editor: These were phrased as Jewish studies and Israel studies in the Hebrew, but the areas should be consistent.
5. Important: if discussions with the school's consultant indicate that there is a need to reevaluate, revise, or confirm the school's vision, the steps suggested at the end of stage 1 of the model should be carried out.

B. The pedagogical view, teaching process, the teacher's room, and assessment methods 

Pedagogy
1. What teaching methods are used in the classrooms? (i.e., lectures, experiential learning, learning through play, class discussions, learning outside the classroom, project-based learning, text-centered learning, independent learning, learning with a companion, independent learning, learning in groups)
2. What classroom management skills and tools do the teachers have? Is the atmosphere in the classroom one of meaningful learning?
3.  Are the students involved in the learning process? If so, in what way? According to your impression, how many students in each class are actively engaged in learning? 	Comment by ALE Editor: Is this phrase needed?
4.  Do the teaching methods encourage curiosity, interdisciplinary learning, asking fruitful, meaningful questions, and challenging paradigms? Are students presented with issues that demand significant deliberation and contemplation?


The Teaching Process
1.  Do the staff members understand the structure for the learning process? Are they able to describe the learning process and its expected academic results?
2. Do the students have a clear understanding of the purpose of learning?  Do they know why they are studying specific materials at any given time?
3. What is the scope of Jewish studies? To what extent is there and degree of continuity in Jewish studies in Jewish studies throughout the students’ir years at school? 
4. Has a spiral learning process been developed? ((If so, give an examples.)); Iis there a rationale to the structure of the teaching process?
5. Does the school have special learning materials for the students to use? What is their quality of these materials in terms of content, depth of learning, addressing relevant subjects addressed, etc.? What is the their aesthetic and visual quality and aesthetic value of these materials?
6. What latent messages are being transmitted in the school, as opposed to the ones messages articulated in the stated teachingeducational plan? (In classes / during breaks / in the school yard / graffiti on the school walls, etc.). Please give examples and explain why you consider these as to bethe  latent messages.
7. What is the condition situation for of the general studies program at the school, in school regarding questions 1-4?	Comment by ALE Editor: do the first questions pertain specifically to Jewish studies? Only question 3 specifies that.
8. How many weekly hours of Jewish studies do the students have each week? Please relate specify for each to age groups. What is the , as well as to the division between Jewish studies, Israel studies studies, Hebrew, and other forms oftime dedicated to Jewish community / social involvement?).



The Teachers' Room
1. Do the teachers meet on a regular basis for to joint work, joint planningplan and work together, or for mutualto sharing share of their respected respective teaching processmethodss? 
2. Do they regularly visit each other's classes on a regular basis, and give each other feedback to each other?
3.  Are Do the teachers work cooperatively to integrate  and dtheiro they integrate their teaching processs (Jewish studies and General general Studiesstudies curricula)? 
4.  In what way are Jewish studies part of the more general teaching process curricula at the school?

Assessment and Evaluation
1. What evaluative methods of evaluation are used in the school? (Tests, quizzes, portfolios, projects, compositionsessays, other methods of skills evaluationsassessment, etc.).
2. Are there any differences in evaluating general studies and Jewish studies?


C. The infrastructure and quality of Jewish studies, s, its level, teaching Hebrew instruction, and experiential education in the school

The infrastructure,  quality, and level of Jewish studies and its level

1. What is theeducational background of do the Jewish studies teachers have? for Jewish studies (University degree, ? Torah studies, etc.?)
2. How broad is the Jewish studies teachers’ knowledge of Jewish studies of the teachers is, both as aindividually and  collectivecollectively and as individuals?
3.  How many of the school’s teachers among the school's staff hold University university degrees in education?
4. What is the quality of the teaching staff's command of Hebrew?
5. Do the teachers at school study Jewish texts on a regular basis (ancient traditional / contemporary)? Do they study educational materials as a group? 
6. How rich is the teacher's educational language? Can they conduct discussions on diverse various types of pedagogy and/or teaching methods for Jewish studies?
7. Is there an educational process / professional training for the teaching staff? Do teachers have a personal professional progress process (including identifying potential candidates for future managementleadership roles)?
8. What, if any, are the differences between Jewish studies and general studies, if any, in terms of their level, quality, and or pedagogiccal stylemethods used? Are there differences in ; in terms of thestudents’ level of involvement and/or the dedication of the students motivation; in terms of the quality of the teaching process? which Are there differences in the standards of evaluation and assessment methods  are applied used? Are there differences in the regarding the educational teachers’ skills and educational qualificationsquality of the teaching staff?
9. What are the school's messages implicit and explicit messages regarding the relative importance of general studies and Jewish studies are expressed in the school, both explicitly and implicitly? 
10.  How present aAre Jewish symbols, texts, artworks, Hebrew, etc. visible, in the classrooms, the hallways, or auditoriums? Does the school have a "Jewish atmosphere"?
11.  Are students’ works displayed on the school wallsin the school? If so, what types of works of works? , of From which age groups? s, and in Pertaining to which professionsubjects?

Teaching Hebrew at the School

1. What is the purpose of teaching Hebrew at the school? Do you think this goal achieved? What is the , and do you think it is achieved? What is the evidence for this of that? 
2. How present is the Hebrew language in at the school? 
3. Do students study classical texts in Hebrew during Jewish studies classes? (If so, give examples)
4. How often common or widespread is use of texts that are translated from Hebrew to English)? do students need the Hebrew materials translated to them translation? What is the level and spectrum range of the students' knowledge of Hebrew?	Comment by ALE Editor: I added this, though it may be obvious.
 5. Are there classes where students can have discussions in Hebrew? (If so, give examples)
 6. Can the students have a conversation in Hebrew? (If so, give examples)



Experiential Education through experience inat the  sSchool

1. What is the agendaIs there a curriculum for experiential or informal learning through experience / informal learning in the school (daily / weekly / monthly)?  Does the school hold traditional Are there traditional cultural or religious rituals (marking SabbathShabbat, events in the , prayers, celebrating Hebrew Jewish/Hebrew calendarholidays, prayers), discussion circles, playfulrecreational activities, games, active recessesactivities during breaks, etc.
2. What is the volume of learning through experience in the schoolHow prevalent is experiential learning at the school? How is that it expressed? (Scope, special designated settings and frameworks in the school frameworks in the school that are designated for experiential learning, etc.)
3. To what extent are there outdoors activities or extracurricular and after-school activities that complement the students’ Jewish experiences of the students beyond school hours? (Camps, Shabbat gatherings, group activities, etc.)?; dAre these activities connected too these activities take place in connection with the formal teaching processcurriculum? Who oversees thatthem? What is the level of coordinationTo what extent are the various types of learning processes coordinated (in terms of content and logistics), both technically and in terms of content, between the various processs, if there are any?
4. Are thereDoes the school have any meaningful outlets for  significant social involvement and Tikun Olam contents in school? How are they expressed?


D. The School's Community and Parents Parental Involvement 

1. Is Does the school havethere a PTA / parentsparents’ committee or leadership forcouncil the school? If so, Wwhat does it do?  How familiar are the parents with the proposed change- process?, how How involved are they in it? and tTo what extent do they support it?
2. How often do parents visit the school, and for what purposes? 
3. Are there any joint activities for parents and students? What types of activities?, and hHow frequent are they? If these activities do take place, which part of them takes the form of "parents watching their children perform", as opposed joint study sessionsDo they involve parents simply watching their children perform, or are parents asked to learn together with the students?
4. Do the students' homework require them to involveAre parents or other family members involved in students’ homework projects? do Does the homework they involve a joint reading of Jewish texts together?
5. How present areAre community figures members involved in the school's life? If so, how and to what extent?
6. Jewish life outside school:  give an account of theWhat Jewish aspectselements, if any, do students have in their students' life outside the school?.
7. Are students involved in communal community life? How so?



E. The School's Engines Drivers for change Change 

The maturity of thePreparedness of the  administration and the school'sschool council 
1.  How supportive is the school's administration of the change- process? and hIs ow mature is it prepared and ready to take it upon itself to truly participate in it?  What are the indications indicators of thisfor that?
2. Is the school council aware of and involved in the process and is it involved in it? What are the indicators of this?What are the indications for that?
3. What is the quality of the relationship between the schooll's council, the administration, and the teaching staff? What are the indicators of this?What are the indications for that?
4. To what extent do the school's council members trust the ability of the school's team to lead the change process? What are the indicators of this?What are the indications for that?

The School’s Leadership Team within the school 	Comment by ALE Editor: Atara requested that terminology be consistent – this is the phrase I used: school’s leadership team. Let me know if it should be changed, or if it isn’t always the right term.
1.  Do you think there are natural candidates within at the school to lead the change process, along withside the school's principal? (Please give details and explain why).
2. If there are such natural candidates, what are their skills? How many years of experience do they have? What is their position, authority, and credibility in relation to the other staff members (both in Jewish studies and in general studies)?.
3. Does the school's administration have a clear and reasoned coherent "Jewish vision"? If so, how is do they express their ability and commitment to implement their vision is expressed? 
4. Does the school have internal regulations? Are they written? What do they include?
5. Does the school have a unique distinct educational pedagogy? If so, what is it?
6. How does the school’s educational vision of the school correspond to the suggested proposed model for change? In case thereIf there are gaps to be bridged, is the school’s leadership team able to discuss them openly and honestly?
7. Are theDo students taking take an active leadership role in leadingat the school? Do they take part in theAre they involved in decision- making process? Will they be included in the change- process? (If yes, how? Iif no, why not?)


	Important points to assess at the end of the diagnostics stage: 
Is Does the school's vision,, as expressed in its own documents, congruent with  and based on the findings of the diagnostic process correspond to the values of the proposed model? (If there are gaps between them, especially in terms of the core change axesarea(s), these must be identified so they can be discussed and identified as points to work onaddressed later).
Is the school's educational concept coherentHave you identified significant directions at the school that express a consistent perception? Does the school staff team express a distinct priority preference for a particular mode method of action? If so, this should be mirrored reflected back back to the staff to be explicitlyfor their reevaluated reevaluationby them. The accompanying consultant should take part in doing sothis process.
Very important: if at the end of the diagnostics stage,process and in consultationdiscussions with the accompanying consultant indicate, a need to make a new inquiry into thereevaluate, update, or validate the school's vision, (or:  to re-examine it, to update, validate of ratify it), we advise suggest to following the instructions in the following sectionbelow.
















ExpansionExtra: for schools in need of reexamining the school's visionthat need to reevaluate their vision

The School's Vision: Inquiry and Update StagesReevaluating and Updating the School’s Vision 

The birth of aAn educational vision starts is born from the with a personal dreams of people individuals who wish want to make the world a better place and who believe their vision vision can become a reality. The dream vision can relate to students, the to school, to the community, and even to the dreamer herselfor even the dreamer’s own home and personal goals. To be realized,  the dream, ita dream must be translated transformed into a concrete vision and a , depicting a vivid clear image of the desired future.
A vision is serves as a compass guiding for the the leaders, guiding them to findalong the  the path for towards the desired change.
A vision is the basis to harness inspires action, to strengthens commitments and to deepens meaning for all the partners within the organization (Benvenisti,  2007 ).
The school's vision includes three components: a sense of callingpurpose, an image of the future, and core values.

Each component of the vision responds to one of these three basic questions: 
Why – what for? What is the big overriding purpose goal towards for which we are doing thingsmoving? 
What – what What is the bestour image vision of for the best the future we can think ofimagine? 
How –  How will we how, based on which values, can we realize our purpose, and based on what values?
The responses to these questions enables to form development a of a practical, feasible, workplan.



There are four main reasons to shape develop a vision for the schools: 
1. Meaning: Tthe vision is vital for creating a sense of meaning for everyone at the school. Most people have a hard time imagining thinking about the future, and they need a vision to connect their current actions with an image of the future.
2. Coherence:  Tthe vision creates coherence consistency by aligning the decisions and actions of the school around it together. It serves as a 'roadmap' for decision making for at the school.
3. Cohesion: Tthe vision creates commitment and cohesion among the school's teamstaff. It creates gives them a common language and an a common image of the future towards which everyone aspires.
4. Leadership: a A vision is a central component in formative leadership. FormThe school’s leadership team should formulate ing theits vision to  is the role of the school leaders, and it is serves as a significant meaningful and powerful asset to guideguiding the school along the school's path forwardtowards change.

Four characteristics of an effective school vision:
1. At core, it is a broad and cohesive educational, pedagogical worldview.
2. It has the power to recruit partners and motivate them to take action together.
3. It presents a clearly communicated image of the desired future and the anticipated results. Goals and objectives can be derived from the vision.
4. It pertains to the specific school context - the vision should refer, in a concrete way, to the student population, the specific time period in which it was formulated, and the social context in which the school operates.
Shaping Formulating the vision
In shaping formulating the vision, it is important to consider each of the vision's the following components described here: a sense of callingpurpose, an image of the future, and core values.
Purpose: why do we do things?
The purpose includes the organization’s raison d'être of the organization. To find out what thatdiscover the purpose is, we should ask: why do we do thingsexist?  The response answer to this question must be short and precise.
The purpose provides guidance and inspiration. It is the northern North star Star by which we navigate our way totowards our destination: perpetually always moving towards it, but never to reaching it. A The purpose withstands remains, even through when the reality changes. 
Most schools have a common purpose, focused around three main axes:
a. Teaching and studying learning 
b. Identity 
c. Developing personalityPersonal development (emotionally, socially, behaviorally, and moreetc.).
Within the common purpose, each school has its own unique tonevoice.	Comment by ALE Editor: is the common purpose for an entire educational system?

What is our image of the future?
The purpose is the heart of the vision, and the image of the future is its road mapbody. The vision provides guide those who follow itguidance and highlights lights the way towards the desired achievements to be attained.  Painting as detailed as possible image of the future is the way to do thatThe image of the future should be as detailed as possible: an actual visual image.  – wWhat do we see in our mind's eye when we think about our best possible future? A useful image of the future is an exciting one, motivating the school's team to realize it.	Comment by ALE Editor: the original says גוף – body. It does sound a bit odd in English – is that what you prefer?



Characteristics of the desired image of the desired future: 
· The image is detailed, with  and includes vivid, tangible and clear expressions depictions of for successthe desired future, vividly depicted.
· The image expresses ambitious goals. 
· The image corresponds with the purpose, and translates it into concrete concepts.
· The image relates to a set time frame, looking: a few years ahead (at least five!)
· while While the vision is steady stable and unchanging, the image of the future may change. Once , especially if it had has already been achieved, and a new image needs to be paintedcreated.

Core values: which values will are to guide us?
By "cCore values" we refer to a system of guiding principles that direct the organization's team in making ethical choices and taking actions. They are a declaratione:  along the lines of "Tthis is how we do things here; this is what matters here here".
One of the difficultiesdifficulty regarding is that schools’ core values in schools is that they tend to be repetitive, predictable, unclear, and vague. Concepts such as human dignity, excellence, partnership, etc., are replicated found on the many schools’ lists of values. These may be adequate for outlining the general realm of value, but it is worthwhile -list of many schools. While they may correspond well with the school's purpose, such values lack strength and distinct meaning. It is therefore important to form a unique version of core valuesdefine specific and strong values, both that are authentic and unique to the school, and  and necessary forrelevant to the school's  future, its needs, its goals,  and vision.

Actualizing the visionVision
The stage of actualizingTo actualize the vision, is when we transfuse itit must be ‘translated’ in a concrete way into every dimension aspect of the school's life. One of the potential problems is that there may be a gap between the vision and how it is realizedactualized. For that we must position tThe vision vis-a-vis the school's activities, its administration, and practices, must be viewed in light of the vision in order and to answer the question: how must should we act in this specific area, in order to actualize the out vision?
We have chosen to focus on four areas for actualizing the school's vision (naturally there are others, depending on the specific school): 
a. Teaching and studyinglearning.
b. The school's team staff 
c. The students
d. The school's surrounding environment:  parents and community

Summary: the The process of actualizing the vision 
To actualize the vision in through an orderly, methodical mannermanagement process, free from daily pressures, it is advised suggested to act according to the followingfollow these guiding principles:,
· Shaping Develop a vision.
· Setting long-term, strategic goals, derived from the vision: anticipate where the school expects to be in five years’ time.
· Set sShort-term goals (objectives) for: what is required to do on themust be done  short-term to achieve the broader strategic goals.
· Formulateing optimal courses of action to achieve the goals and objectives we have set.
· ConstructingImplement a evaluation processes to evaluate and allow an assessment of the effectiveness in of achieving the goals.
· Forming the ability forDevelop the capacity for ongoing and organizational learning: the ability to draw conclusions from past actions, to learn from our mistakes, and get betterimprove.
· Shaping Develop a new vision: keep thinking forwardahead.




Stage 2. Choosing a spearhead Spearhead to leadfor the changeChange

The Once the Diagnostics diagnostics and mapping stage is behind us.complete,  Wwe should now have  a situationstatus- report which that includes: the school's vision and its image of the future (weather whether we've drafted the vision or have assisted in rewriting revising or focusing it); the school’s unique features (if any were identified) of the school; the teaching team's staff’s leading main pedagogical conceptapproach; the coherence of thewhether there is a coherent  teaching processcurriculum; the emphases of the curriculum; the atmosphere within the teachers' room; evaluation methods; the issues pertaining to the infrastructure of Jewish studies in the school; the teachers’ level of proficiency and level of the teachers; the attitude towards level of Hebrew teaching instruction, the level of teaching, and the presence of the Hebrew language in the school; the attitude towards and use of experiential teachinglearning;  the dynamics of the school's community and the involvement of the parents; a mapping of the engines drivers for change in the school. 	Comment by ALE Editor: Does “we” refer to UnitEd?

We are now on solid ground.


At this stage, we must assist the team leading team of thethe change at the school to determine which of the three axes area they want to focus on: - Jewish studiesidentity/Jewish studies, Jewish community, and ties to Israel - they wish to focus on.	Comment by ALE Editor: This should be consistent – is it Jewish identity, Jewish studies, or both together?

It is worth mentioning that selecting one axis area does not mean ignoring or neglecting the others ones. Clearly, all three axes are intertwined in many respects., and so weWe suggest viewing the selection of one axis area over the others as choice of a "courserealm for of action", rather than an absolute  normative choice. In any case, the dialogue discussions with the accompanying consultant may lead to choosing more than one axis area, in caseif the school is interested and has clear reasons for its this choice.

As an example, here are some considerations for choosing one axis area as the leading axis forto spearhead the change process. Undoubtedly, there are many other considerations, some local, that are worthy of attention. We recommend that each of the possible axes areas for change would be analyzed according to SWOT: (a method for theto map and assessment of the strengthsStrengths, weaknessesWeaknesses, opportunitiesOpportunities, and threats Threats to a given project) allowing the mapping out of advantages, disadvantages, threats, and opportunities. In caseIf the school starts began the process with a clear view idea of the which axis area it wants to focus on, it is advised to that they have do a SWOT diagnosis analysis at least with regard tofor the selected axisarea, before moving on to the next stage.


Possible considerations:
a. Discomfort: there There may be discomfort about the way the a certain issue pertaining to a core axis area is currently being handled by the school. This discomfort may relate to the current quality of studies or to lack of interest from students.	Comment by ALE Editor: Or dissatisfaction? 
b. Enthusiasm: There may be team members who have the interest and passion to radically change how an issue is addressed at the school.	Comment by ALE Editor: This item was omitted from the original translation – I translated 20 words here
c. Ability:  There are may be teachers who are familiar with the issue, and can lead the implementation of, one of the axes in a meaningful way, given their . (Professional professional levelskill, availability, and/or commitment).
d. The school's surrounding environment: There may be resources in thethe school's physical and social , human, etc.environment  surroundings maythat are  offer a relevant connectionrelevant  to one of the selected content axes' areasthemes, and may . Selecting this axis may provide added valuebe valuable in  to its implementation.
e. Local Conditionsresources:  Tthere may be are some local conditions resources, such as an academic institution or synagogue, which can be the utilization of which can be leveraged to take benefit the change in the core axis areato new heights. Such conditions may include a connection to an academic institution, a synagogue, etc. 
In sSummary,: The team leading the change should have 
It is advised to hold aan open discussion about it,  among the leading team regarding according to the outline suggested above. This discussion should continue until the layout suggested above, until a decision is is made. The decision should be mediated discussed with to the school's board,  and the teaching facultystaff, and . It should also be shared with any other figures people who may provide constructive feedback, or even new ideas. Communicatingon the school's choice is critical in harnessing recruiting local resources the school's environment to make the desired change.


	A documented written report on the deliberations discussions and the decision-making process should be prepared, and a SWOT chart should be filled outcompleted. 













Stage 3. A The Inspirational jJourney of inspiration

A journey of inspirationThe Inspirational Journey:  - the cContext and purposePurpose

Having At this point, defined a leading primary axis area and sub-areas for the change process have been selected. and identified tThree core values that are derived from the primary area and it, as well as at least two core values derived from the sub-areas have been identified.  axes, wWe can now start to identify look for the sources of inspiration for the change process.	Comment by ALE Editor: This is not really discussed in detail above.
Sources of inspiration may take many forms and have many dimensions: human resources, such as inspirational persons people or groups; textual sources, ideas or other values who that kindle our imagination, inspiration, and creativity;. Sites places (heritage sites, beautiful landscapes) or organizations. All these  may also make inspire us want to dream , and realize, about a better future and to manifest it.
The purpose of the inspirational journey of inspiration is to enrich our point of viewperspectives with ideas,  and values, content and perceptions. This will to make our educational path more meaningful, more robust, and more relevant to the lives of the school's students and others in the school’sir environment. It is also meant to help us dream envision and achieve our educational goals.
It all All starts Starts with the groupGroup.
At the heart of the process is a group of peers colleagues on within the school's teamstaff; a group of team members that who will leads the project and takes responsibility over for it. As discussed in the introduction above indicates, these team members should be curious, creative, independent thinkers. They will , creative, who are able to participate take part in an exploratory process that . This process wiwill yield the tools to identify the path of towards the growth and change the school aims fordesires.
The group of peersteam will should include three - fivebetween three and five team members who from this stage on will lead the process from this point on. They will be closely accompanied assisted by the consultant, assigned by UnitEd. As mentioned earlier, for various sections of theThroughout the process, the team should may invite other figures people who they think may will enrich the process. These decisions should be made together, . Aas a team. 	Comment by ALE Editor: Perhaps this should be explained earlier



Our process-scheme, our journey of inspiration, looks more or less like this (the stages are detailed below):Model for Inspirational Journey
[image: ][image: ]

Detailed stages Stages of the journeyJourney

1. The road to inspiration goes throughbegins with the ability to ask a good, fruitful questions:
A good, fruitful question is thought-provoking, . One that sparks interest and curiosity, and encourages further inquiryquestions and inquiry into asking further questions, of different orderson various levels.
(from "the The pedagogy Pedagogy of Aasking questionsQuestions").

According to the "pedagogy of asking", questions are the center of studying learning and teaching. It They therefore diverts theavoid demanding that learners provide  requirement to provide a "right answer" and focuses instead on asking a "fruitful questions" as .

Tthe first stage of learning, then, is finding fruitful questions.


Typically, aA fruitful question is considered one that possesseshas six basic traits:.
Those are:
a. An open questionOpen: one The question that does not have an unequivocal answer, but rather allows for a fewmultiple  possible answersresponses that ; and these answers may differ and sometimes even contradict one another.
b. A dProvokingisturbing question:  a The question that undermines the learners’ assumptions and beliefs of the learners; a question that doubts it casts doubt on what is thought to be self-evident and, commonsensical. It, one that exposesreveals basic conflicts to which there is no simple solution and pushes us learners to re-thinks our their most basic assumptions.
c. A rich questionRich: a The question that requiresmakes learners dealinggrapple with complex subject matters and isthat are essential fundamental to understanding persons people and the world. The question; one that cannotcan only be answered without scrupulous diligent, ongoing and continuous exploration andtory research. ; tThis type of question would normallyis often be divided into sub sub-questions.
d. A question cExistentialonnected to being: a The question that is relevant to the learners’ lives of the learners and to the society in which they live.
e. A cCharged question: one thatThe question has ethical and theoretical dimensions. ; tThese types of questions have a strongcarry emotional and metaphysical baggage, which and motivate furthers research and study.
f. A pPractical question: a The answer to the research question ; a question the answer to can only be found through research and by collecting gathering and analyzing information.

Writing fruitful questions:  write Write two or three fruitful questions that are derived from your selected learning axisarea. Phrase the questions according to the list above.

Creating thought mind Mapsmaps:  for For each fruitful question, produce a thought mind map. This map will be the basis for your inspirational journey.

What is a thought mind map? a A thought mind map is a tool to represent knowledge. It allows us to map out the different various elements of our thought process (ideas, concepts, context, texts, etc.) in an orderly manner. A thought mind map is built hierarchically. , so that eEach of the its elements is represented as a branches out intoand sub-branches, according to its context in the process. The graphic shape of the map allows us to maintains order and allows us to remember our thought processs and its bifurcationhow it branched out.	Comment by ALE Editor: This is the phrase in English, not thought map

One can create a thought Mind maps can be drawn by usingwith pen and paper or by buy using digital and online apps, such as Coggle that generate a digital thought map.

Important: a A thought mind map is a tool that allows us to document the entire thought process. It is a way to map deliberations and ideas, collaborative discussions, and even entire projects.

Visually,  – every branch of the map can be expanded, at every stage. Combining colors, symbols and images helps to unblock our intuitive thinking, as well as our ability to present and communicate our thoughts. It also allows us to discover new and surprising connections between different branches of thought.
Online apps such as Coggle can assist in creating thought maps.

2. 2. Identifying the sources of study and the purposes of the inspirational journey of inspiration

At this stage, you should already have up to three thought mind maps that represent the process of asking fruitful questions and identifying the issues, ideas, and the concepts that the questionsy exposeyielded. You should mMark three to or four elements on each map that will deepen enrich the learning process and inspire the team before embarking on the journey. At the end of the this marking process, you should have between nine to and twelve potential focal points for your school's inspirational journey of inspiration.

Another  second method to identify focal point forprepare for the journey, is to draft three to five goals you wish to achieve along your journey. It is recommended that tThe goals should be as varied as possible, and include cognitive goals, emotional goals, cultural, and social goals, and goals that aim to develop skillsskill-developing goals. Importantly, tThe goals should be phrased in a clear and operative practical language. Once the goals have been drafted, go back to the elements you haveidentified earlier, marked and make sure they fall within the remit scope of your journey's goals. 
In case you feel thatIf some elements now seem less relevant than your previously thought, exclude them (at least for now).


3. Planning the pathway for the journey and presenting it to the "passengerstravelers"

At this stage, yYou should have three main products outputs from the stages 1 to 3 above: 
1. Fruitful questions that set the stage for the journey.
2. Goals you wish to achieve through on theyour journey.
3. Centers Sources of inspiration for the journey;


You are now ready to plan the route of your inspirational journey. Write on the boarddown (such as on a whiteboard) your main focuses of inspirational focal points, so that you could can add alongside them specific details that will serve as "postsstations*" on along your route. NowNext, conduct a brainstorming session that will allow you to specifyselect examples of , alongside each focus of inspiration, one potential possible poststations* for further inquiry [give examples].

*a A post station = is a tangible representation of an inspiring inspiration focal point. A post station can be a text that you wish to study together, a person you would like to meet, something visual you would like to see (a work of art, a landscape, a structure…building), an organization you would like to visit, or a dimensionanything else you would like to experience together.	Comment by ALE Editor: Is it necessary to have this as a * footnote? This information was given as examples of sources of inspiration. 

Prepare Ffor each of the posts stations along on the journey:, prepare yourselves : read online material, contact relevant people and  who might be relevant for each post and inform them if you would like to include them in the journey, discuss with them the role you would like them to takehow they can be involved in your journey. After you set a date for the journey, you can reconnect with all the relevant people and coordinate your arrivalmeetings.	Comment by ALE Editor: Is this necessary to state? 

Your journey may be virtual, in person, or any a combination of the two.  and iIt could take two whole full days or several fragments sessions of a few hours each. Visits to aAll of the journey's posts stations should be arranged planned in order to expressaccording to your thought brainstorming process. There should beand present a clear and reasoned logical rationale for how each will that aims tohelp fulfill the goals you have set for the journey.  

At this stage, aOncefter the journey is planned is formed, it is recommended to present it to the school principal and to a selected group of partners, some of which whom you might have included during in the journey preparations for the journey. This It is important to get feedback, and comments, and ideas that will allow help you to tighten refine, improve and enrich your plan, to get ideas that may make it better and richer. After you select which of their suggestions comments you want to implementintegrate, and have made your plan as precise as possible, you are ready to present the journey's goal, it's rationale and route to the other participants.

4. Getting ready Ready to start Start your journeyJourney

Encourage the participants to read learn about the different various "postsstations" before you start. It is recommended to handGive each participant a out a  'journey journal' diary’ with a personally dedicated message, and to each participant, with a 

personal dedication for each one, and to eencourage them to write their personal impressions and thoughts during the journey;. Tthese impressions will be useful after the journey ends. It is very importantessential that at least one member of the organizing team members will documents the journey in the most objective way possible, without interpretation. 

During the journey, it is important to encourage the participants to ask questions that will help them refine their own understanding of their personal interestsand to explore their personal interests in as much depth as possible. It is recommended for tThe journey organizers to should keep bring along the list of fruitful fruitful questions list, journey goals, and the thought mind maps on hand, and the list of journey's goals, in case you need them.
they are needed.

In addition, your role as journeyThe role of the school’s leadership team includes  is to introduce introducing the idea of the journey before it starts, to reminding the participants of its purposesgoals, to presenting every the speakers (that you have lined up,) and to tie the different posts of the journey togetherconnecting the various stations , so that the journey's route is clear and present apparent to for everyone invlovedinvolved.

At tThe end End of the journey Journey and afterFollow-up it

Right As soon as at the end of the journey ends, it is recommended advisable to convene the a session, guided by the school’s leadership team and consultant, at which the participants to can process to the experience. This should be guided by the leading and advisory team. It will be the occasion to aAsk the participants about their impressions from the experience. It is also recommended to gReviewo through the journey's goals with the participants and ask them if they feel these goals have beenwere achieved. In addition, they should be askedAsk participants if the journey was relevant to their educational endeavors work at the school, and if so, in which ways and whyhow.


	A few days after the dust has settled, the organizing team should convene its own session and conduct its own summary ofto review and assess the journey, much like the one conducted with the participants. 
It is the responsibility of tThe leading team is responsible for to preparinge a document that summarizes the journey of inspiration, which will includinge the insights and thoughts it brought aboutinspired. This document should be distributed to the school administration and to the participants. This record of the journey will serve as the basis for the next stage, the visioning stage of dreaming.





Stage 4. DreamingVisioning	Comment by ALE Editor: Dreaming stage sounds odd in English, I think this is better. 

The purpose of the dreaming visioning stage is to: challenging challenge things as they are,the status quo and drafting new courses for of action

The purpose of the dreaming visioning stage is to free the schools from imaginaryed restrictions. Our tools will include the insights from gained on the inspirational journey of inspiration. 
 
The dreaming visioning process aims is meant to assist help the school to reposition itself vis-a-vis the challenges it faces – both globally and locally – in a dynamic and, ever-changing reality, both globally and locally. The COVID pandemic is an example: it forced us all to redraw the boundaries of schools in ways that we would not have chosen, , to open them up, and to rethink about them anewin new ways. Indeed, aas the saying goes, "necessity is the mother of invention.", and so tThe limitations we face are simultaneously , at the same time, an opportunityopportunities to rethink the way the school operates. Restrictions Internal and external restrictions and obstacles, both external and internal, may sometimes serve as opportunities for development, learning, and change. They become availableBut this is only possible when a boundary unravelsis redrawn.

Today it is already clear that rRedrawing boundaries clearly demands a broad systemic outlook, rather than mere technical changes in the details. The ability to cChallenginge existing limitations will only arisecan only happen when the school's leadership leaders and its surroundingsthe people in its environment change their perspectives and the positions. 

Visioning is based on Tthe theoretical assumption upon which the idea of dreaming is based is that sometimes, boundaries seem fixed immovable due because of our to predispositions we hold, which prevent us from seeing that there is an alternatives way.

For thatThe purpose of the, we will have a dreaming visioning workshop, the aim of which is to tear break down internal boundaries and draw new courses of action. Thise workshop, which followings the inspirational journey of inspiration, allows the school's team to identify opportunities for growth and change while and to undermining challenge their premisesassumptions, paradigms, and habits. At the same time, tearing downRedrawing the borders boundaries may can also be the result of positive aspirations and dreamsvisioning and dreaming. The purpose of the workshop is to provide the school 

team with a significant, transformative experience, that may lead to a process of change. The workshop is intended for the members of the school's teamstaff, who are interested in re-examining their beliefs and assumptions with regard to the selected core axisarea. Working together will provide an opportunity for a meaningful discourse and will encourage them to the identification of the ability to question what is usually believedassumed to be self-evident and obvious.

The dreaming Visioning workshopWorkshop

Before the workshop begins, the school’s leadershiping team should compile summarize the insights previously gathered duringfrom the inspirational journey of inspiration, and redraft compile them them as a set of guidelines (see below how to do that). Write Eeach of these guidelines should be written on a separate cardboardpiece of paper.

Drafting the gGuidelines as a basis Basis for the Visioning wWorkshop

The workshop invites the participants to deal address with the basic questions of about the educational work they are doing, in general and both in relationas it pertains to the selected axis area and with regard to their educational work more generallyfor change. We will aAsking the participants a 'why' question, a 'what' question and a 'how'‘why, what and how’ questions . Those will assist help us to formulate the educational guidelines that will serve as the theoretical background of for our the workshop. 

A writing assignmentexercise

Give the teachers three post-it notess in different colors.  and aAsk them to write answers to the following questions:
1. First post-it (color x): why Why am I in education? What is important for me in my educational endeavorswork? 	Comment by ALE Editor: are these needed?
2. Second post-it (color y): what What, in brief, is my educational pedagogic outlook in a nutshellperspective?
3. Third post-it (color z): how How is my educational pedagogic outlook expressed in my actions? (that is – hHow is it guidingdoes it guide my educational practices?).

The next step
· Invite the teachers to share their responses, with one round for each  to the questions in three rounds.
· At the end of each round, display all the post-it notess should be displayed on the a board together.
· Group the teacher's’ answers to each question, in order to create a 'teacher's collective position'collective teachers’ perspective on the different questions, and invite them to address the gaps, if there is oneany, between their dream and the it's realizationreality.

At this stage – ask: what is the gaps that can you identify between the way the school currently handles addresses the subjectissues matters that pertain to the selected  axisarea, and your own understanding perspective onof the right correct way to handle itthem? (This can be done on two levels: , that of goals and that of practices). In light of the teachers’ answers, try to identify two to or three issues for to address in the dreamingvisioning workshop, that will enable help closing close the gaps between the dream and reality. , and wWrite them down on the board, so that they will be at the background of the next unitto be referred to in the next  of the workshop session.

The workshop
The workshop's Workshop sStages

a. Inspirations and dream cards 
Form groups of 6 to 8six to eight participants. Each Give each group gets a pile set of cards on which are writtenwith inspirational sentences statements about education. 	Comment by ALE Editor: The link between these is unclear. What exactly do with the card? Is the inspirational statement meant to bring up a problem or challenge?
Chose an inspirational card (the pParticipants can draft write their own sentences, as long as they are phrase worded them as a dream). Choose one inspirational card.

b. What is the challenge / problem do we face?
 The group will notice that the challenge/problem is not merely technical, and cannot be simply overcome with simple decisions and actions, but rather byis a complex challenge and complicated problem. to be seriously dealt with. Why hasn't the dream come true until now?

c. Which premisesassumptions, paradigms or habits should need to change, in order to fulfill the dream?
Option 1: 
Option 2:
Option 3:

d. What have we given upmust we give up? Explain what attitudes and perceptions must be renounced or changed.
e. Which new premise leads usWhat is the new premise or paradigm we are following now? What is the new premise?
f. What do we do now? , and wWhat comes next?

We have now undermined reexamined our previous assumptions and have chosen a new guiding paradigm  to guide us – what comes next? Discuss a few alternatives for action.  and iIdentify which limitations does the new path will overcome, and which boundary does it tear downit removes. In addition, eExamine the alternatives in light of the following issues:

1. Making sure it is not just "more of the same".
2. Making sure it is not singular a one-off event, but on-goingwill be ongoing
Alternative 1:
Alternative 2:
Alternative 3:

g. Choosing Choose an alternative for action (Make a bold choice!)
h. Plan a pilot project – every change starts with a small experiencestep.
i. A poster describing the dream and it's fulfillment poster: 
j. Each group will make a virtual poster that includes all the stages of dreaming envisioning the dream and plans for its fulfillment, according to the layout of theas explored in the workshop.	Comment by ALE Editor: why virtual?

At this stage, the entire team group will reconvene to share their respective products outputs and collect comments (document these).

After the workshop
The posters (according described into item article i. above) will be collected by the leading leadership team and presented as guidelines for a course of action in to implement ining the selected axiscontent area.

The consultant should help set up discussions about the dreams and plans that emerged from the workshop. With the assistance of the accompanying counsellor, the dreams should be discussed. A similar workshop can be held for the school staff, the students, or any other group of stakeholders connected with the school. The results of the workshop will serve provide as thea rich strong infrastructure upon which the school will make base its choice decision regardingon  how to proceed. The format of the process should be selected by the school's administration, in with assistance of the councilconsultant.

	The main product of the process thus farto this point is a set of guidelines for actions, with which to implement the vision for change of in the selected core axisarea. The guidelines should relate to normativevalues, pedagogy, and practical aspects of the vision, pedagogical, and practical aspects of the vision. 









Stage 5. Choosing the Change model Model of change and taking Taking the fFirst steps Steps for its applicationTowards Implementation

Moving Towards Change
This unit section deals with choosing the school’s path of change for the schoolin order , on its route to fulfill the dreams of and visions as expressed by the school’s leadership teamleading team and members.
Before we start dealingaddressing with the change process itself, let us remind ourselveswe should remember that the proposed model's working principles, in all itswith its multiple educational, administrative, and -communal-managerialcommunity-oriented aspects, is in no way a simple or obvious process. 
Its complexity stems, among other things, from its multi-dimensional character (content,  and form,; scope, and depth of the issues it raises), and the many involved partners it involves, each with its their own distinct unique nature, traits and qualities. 

In addition, the task of extracting identifying the school's distinctive characterunique traits , and identifying its special nature is also a big major challenge for the school as an organization, for the  as an organization, both as a collective of individuals who make it up, and as a unified system. It is also a challenge forfor the local community, and the school's environment. in terms of the relationship with Israel.
The In the best-case scenario, the change itself, at its best, should be visiblywill be manifest  recognizable on various multiple levels at the school:  in – the school's vision, its pedagogy, the theme it deals withcurriculum, and organization.  and the administrative aspects – a A good change process should be well-planned and carefully fitted adapted tofor the school.  Planning ahead and choosing the right way to foster change is thus as important as the choice of values to focus on, or the pedagogical methods to be appliedy. It is as important to get everyone on board, to expand the circles of consultationcommunication, and to truly listen to the inputs ofwhat the partners along the wayhave to say throughout the process.


Before we start: basic concepts and models for change 

Planning the educational change process will be conducted through involves selecting a preexisting model for change, or as a combination of more than oneseveral models. The most important thing to pay attention to in selecting a preferred model for change, is that coherence is kept throughout the processIt is essential for the leaders that continuity be maintained throughout the process. , and that tThe model must fitsbe adapted to the nature of the school 's ethosand , as well to the substantial change it wants to undertake. The selected model should also fit be compatible with the practical aspects, of applications implementing of the school's vision. Choosing a model is a preliminary stage, to be done before developing Building the annual and multi-year spiral work plan, which we will deal with in detail below, will followwill be discussed in great detail below.

Change
The act or instance of making or becoming different.

Do we need to define what 'change' is? It seems like such an overused, obvious and common concept, that we don't even need to define it. However, to make sure we are conceptually on the same page, it is better best to set forth a few criteria,, that go beyond the dictionary definition above. These will help us clarify the change process of change and its expected results.

According to the scholar Saul Fox, change is the cumulative effect of four criteria: 

a. The new situation is not a natural and gradual result of passing time.
b. The new situation wasn't common or routine in the near recent past.
c. The People can easily sense a significant, clear and recognizable difference between the way things weresituation before and after the change. and what follows it, is significant, clear and recognizable through peoples' senses (minor Minor changes that require can be measured using assessment measuring tools to notice, but which a personpeople cannot detect on his their own, will not be defined as change). 
d. The new situation is relevant to the lives of individuals and has a direct or possible potential effect on them.

This analysis by Fox’s criteria tells usindicate that the process in which we are engagin which we are engaged ed here, is not onewill not that leads to a minor or ancillary change, but rather to a deep and significant transformation at the school. The focal point of this transformation pertains to the its interconnection with the core axis area the school chose, which, in itself, serves as the basis of the model and in itsthe school’s vision.

The depth of the change is another is yet another issue to consider. In order to have a better theoretical and practical grip understanding of on wwhat it is we are trying to accomplish,; we will define the depth of change by differentiatingdifferentiate between two types of change the literature discusses:  a "first-degree" change and "second-degree" changes, as defined in the literature.

A "first-degree" change is one that takes place within an existing framework of values, interests, premises, and accepted norms. It does not involve a breakthrough, because it takes place within a stablen unchanging, given preexisting system. This type of change may be thought of as "more of the same". There is a clear continuity between before and after the change. A first-degree change may occur naturally.
Second degree change, howeverin contrast, expresses a transformation of the nucleuscore,, the foundations, the basic paradigms. This type of change involves a sort of leap, and there is no clear continuity between past the pre- and post post-change situation.
A first-degree change in the first degree is usually seen as routine, narrowlimited, and gradual. Change in the second Second-degree is consideredchanges are original, significant, and multi-dimensional. However, sSometimes, however, first first-degree changes can be creative and broad, whereas second second-degree changes may be gradual and uninspiringunimaginative.	Comment by ALE Editor: How so?
From the concise discussion above it is clearThis clarifies  how significant important it is that for the consultant to discusses with the leadership team the concept of change, the criteria for its application, as well asand its their depth and scope with the leading team.  At the end of thisTheir conversation should lead to an agreement ,among the partners should reach an agreement onregarding the nature of the desired change. They must , and make sure they see eye eye-to to-eye regarding expectations from for the change process to be undertaken change. 

Models for planning Planning and educational Educational changeChange
There are dozens of models that can be used to foster change. Each model is governed based on by different theoretical ideas and perceptions, and naturally has advantages and disadvantages.
After selecting the preferred model by the school consultant and the school’s leadership leading team select a preferred model, it is recommended to regard the model and its applicationit should be viewed as a theoretical roadmap or guidelines which will serve as the platform for the change process and its implementation.
It is beyond the scope of our project to go through more than a few theoreticalFor reasons of space, we will only briefly discuss a few models for change here. It is recommended to fFurther reading about to broaden and deepen understand of each one of them is recommended. In caseIf the consultant is familiar with a a different model for change that not discussed here, she is encouraged to put it to usefree to use it (after a discussion with the project managementmanagers).





Possible models Models for planning Planning educational Educational changeChange
[image: ]
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Fullan's Model: Engines Drivers of Change – Fullan's model differentiates between ineffective engines drivers for of change (which are, unfortunately, common in educational systems), and four other enginesdrivers of change, which are, according to his research more effective in promoting change: (1) building group a quality team; (2) building school capabilities; (3) forming a coherent pedagogical outlook; and (4) a systemic approach that stresses the importance of including every aspect of the school system in the application implementation of the change. The model assumes a clear and applicable work plan.	Comment by ALE Editor: This is the word used by Fullan (I changed it above too)
Fullan, M. (2021). The right drivers for whole system success. Victoria, Australia: Centre for Strategic Education.
	Comment by ALE Editor: these are not the drivers I see described in the Fullan article cited in the previous note, but I did not change the text. This is what I saw there?

1. Wellbeing and Learning (essence) 
2. Social Intelligence (limitless) 
3. Equality Investments (dignity)
4. Systemness (wholeness).

Lewin's 3 3-steps model is the oldest and the most basic of the models (which is both its an advantage and a disadvantage). ; aAccording to the this model, there are three stages of change: the the first is the "de-freezingunfreezing" phasestage, in which the individual or the organization first realize change is needed; the second phase stage is that of the change itself; the third phase stage is the stabilization, or the "refreezing" stage, in which , according to Lewin, requires actions to consolidate the change are required.  According to this model, the cChange only succeeds when the forces supporting forces it areis stronger than those who block oppose or block the change. Thus, in order for the change to materialize, there needs to be combined action to strengthen the supportive forces, and to weaken the resistance. Lewin's model is the basis for Kotter's model of change, discussed below, which is one of the most prevalent models for organizational change.

Kotter's 8 8-stage model is provides a manual for of sorts, guiding the participants how to apply thein implementing a change, after havingonce they have decided it is required. The model includes these basic stages: 1) defining the need for change and ; understanding the importancethe  of importance of its implementationits implication; 2) forming a leading team to lead and promote itimplementation of the change; 3) developing a clear and coherent agenda distribution and distributing it to the organization’s members and to its partners; 4) expanding the circles of partners and recruiting them to join the process; 5) achieving quick winsconsolidating achievements; 6) securing the achievements and creating momentum for further changes; 7) institutionalizing the change and solidifying its foundation.. 	Comment by ALE Editor: these are the steps as written on his site:
https://www.kotterinc.com/methodology/8-steps/


Create A Sense of Urgency. Inspire people to act – with passion and purpose – to achieve a bold, aspirational opportunity. 
Build A Guiding Coalition. 
Form A Strategic Vision. 
Enlist A Volunteer Army. 
Enable Action By Removing Barriers. 
Generate Short-Term Wins. 
Sustain Acceleration. 
Institute Change.

I edited but did not change the text, although it does  not seem to correspond to the model as he describes it himself.
	Comment by ALE Editor: are these two separate steps?

1) 

The model includes the following stages: implementing the change, disseminating clear and simple messages to the organization and its partners, expanding the circles of partners, harnessing their cooperation, achieving quick goals as tailwind to procure support, creating momentum for additional changes, and eventually anchoring the change and institutionalizing it.	Comment by ALE Editor: Why is this separate?

The purpose of the Bushe and Marshak diagnostic-dialogical model is a model the purpose of which is managingto manage a the change process by working alongnavigating the tension between a diagnostic and dialogic approaches. A diagnostic approach is : factual, objective, hierarchical, -oorganizational, technological and behavioral. A ; and a dialogical approach is:  dialectic, theoretical, developmental, and non-hierarchical. By juxtaposing these two approaches, the leadershiping team can freely move along the spectrum between them and form its courses of action in implementing the change. The benefit is that each approach offers a different perspective regarding the available course of action.
[materials Materials for further reading will be handed outprovided separately].


	The next stage in the process is dedicated to studying the available potential change models for change and to identifying which is the bestmost suitable fit for the organization and the desired change. This stage is carried out by the leading leadership team, with the guidance of the consultant. They will selected their preferred model and will be established set it as a platform for the next stage: writing a detailed workplan combining contents and form (the application of the adopted model).
We recommend considering a combination between Fullan's effective engines drivers for change, and Kotter's 8 8-stage model for implementations of application. This however is a mereonly recommendation, and each school is free to make its own choice.




A proposed warm-up exercise about change (before diving into the change strategies of change)

Goals:
1. To deepen participants’ familiarity with Better understanding the concepts of change and change leadership.
2.  To Uobservenderstand ing the participants’ viewpoints perspectives regarding with regard to change and their response reactions to for change.
3. Questioning and rTo clarifyefining the various aspects of the identities of the participants’ sense of identity during change.

What do we want to achieve by in the this exercise?
Dealing withAddress the concept of leadership and / or leading changemanagement through introspection that , with an introspective gaze, emphasizinges the relations between the "Iself" and the concept of change.

Ppart 1 (30 minutes):  ChangeChange and Me and I
Bbefore you start, take time to "feel the group's pulse" of the group::  how are they doing?

Preparing aA "Change and Mechange and I" workshop:
· Five minutes of free, Iintuitive writing on the topic of "change "(5 minutes of free-flowing writing on the concept of change).
· Write the following five statements related to change. For each, , and have askthe participants to place themselves on a scalethe spectrum indicated by the between these statements.
The statements:

1. a. I'm always impatiently waiting for the next season to arrive / I am allergic disturbed by to the changing of the seasons. 
2. 
3. b. I have lived in the same flight place all my life / I relocate move every two few years
4. 
5. c. I am thrilled excited whenever I arrive at in the a new place / moving Going to a new place makes me concerned anxious about what it will be like

 (Pause here for a discussion: each participants will discuss their feelingses with the personpeople at the other part end of the scale,: share past examples from their past, how do Ithey feel about thatit)	Comment by ALE Editor: It seems to make more sense to list all 5 statements together then indicate at the end that the group can pause in between them for discussion.

4. d. I was am often the one setting who sets change in motion / I opposeed change 

 (Pause for personal reflection: what What was the change about? What was my position about itthe change? Why? Have , 2- 3 participants sharingshare their feelings)


5. The Covid pandemic is was my biggest nightmare / Covid is was a blessing for my personal and professional life 

(Pause for group discussion between the participants at the two ends of the scale: sharing share and giving give examples of what I they am are going through / went through).

Part 2 (an 1 hour) Basic Concepts Regarding Change
Here, tThe consultant is invited to expands on basic concepts of change,  (relyingbased on the theoretical analysis offered above,, and on other sources, and her ownpersonal experience and sources).

Part 3 (45 minutes) Identity and Change Workshop
Opening exercise:  Sit the group down in two concentricto circles, inner and outer, facing each other.

Each participant tells the one facing herfacing participant , about one element of her their identity, answering the basic question “Who are you?” Each person speaks for about 30 seconds – (a total of 1 one minute for each pair). Should take the form of answering the question "who are you"?
Every After one minute, a the bell rings, indicating that , which is a cue for the participants sitting in the inner circle to should move one chair to the right. The exercise is, repeating repeated the same exercise with a new participantpartner. Each time, participants should describe , but this time using a different element of one's their identity. Allow time for circ. 7 rounds. This should give  (hoping that participants have the an opportunity to expose delve deeper into their identities). (This exercise will take approximately 10 minutes).

Forming an identity flower: you lPlaceay at the center of the roomblank white papers and colored markers in the center of the room. and iInvite the participants to create their own identity flower.

Defining Description of the taskexercise: Tthe center of the flower is the person’s self. , and tThe petals are one's identitiesaspects of their identity. It is for them toThey can decide how to design the flower: how many  petals / their sizes / colors.  Allow 10 minutes for this exercise. After everyone has finished, you layput the flowers at in the center of the circle.

Dialogue in pairs: each participant chooses a partner whose flower made them curious or was similar to / echoed their own flower.

Possible talking discussion points:
· How did I feel about was this process for me?
· Why did I design the my flower in this way?
· What was difficult for me? What was obvious?  to me and wWhat took me time to realize?
· Which of my identities clash?
· What was it about each of our flowers that brought us together?


Part 4:  Summary, Framing and Collecting

Both as individuals and as an organization, our identities are y is comprised made up of many multiple layers. These layers may complement each other but may sometimesor clash. Every Any significant 


change (of the first -degree and definitely of thecertainly second-degree changes) may be seen perceived as threatening to the organizational identity or to the personal identity of the individualorganization’s leaderss who lead the organization. Change, therefore, may deter some membersSome people may discourage change.

The path for change, therefore, needs to be tailored to the nature of the organization al nature and to the individuals who comprise itits individual members. Thus, pPlanning the change process ahead is extremely highly significantimportant, as it may influenceaffects the success of the entire project. 

According to what you've learned so far, and in light of your acquaintance familiarity withwith the organization and with the contents of the proposed change, what do you consider to be the ground rules / guidelines that are best fitted suitable to implementing make the proposed change at your school? Identify Propose five such ground rules and discuss them until a final. The, unanimous  selection decision between them should be unanimouscan be made. 






Stage 6. From Dream to Reality: Forming Developing a Change Process for the School

Before we approach come to the drawing table

This unit section deals with applying the fundamental ideas, at the heart of the change process. 	Comment by ALE Editor: This section seems awkward to me, the way it is numbered feels unnatural. 

So far: (1) After we have we have gathered much information along the way, through (1)  the diagnostics and mapping process and questionnaire; (2) we after we have decided uponchose (2) what will be the main axis area along in which the change at the school in school will take place; in light of (3) this was done in light of the inspirational Journey journey, that haswhich enriched gave the leaders of the process and the school team staff new and with rich ideas, content,  and possibly even with different perspectives and values; and following (4) the dreaming visioning process, that which allowed a the team of dreamers  to rethink and reevaluate their educational endeavors work in along the axis area of proposed change;  having defined the (5) we identified a change strategy, tailored to the school's character. 

 – iIt is now time to prepare (6) the schools' workplan for change.
As in every workplan, the proposal below will includes several planning stages. Their careful applicationCarefully applying these stages will allow pushinghelp promote and consolidate the change forward as well as consolidating itprocess. 

The action workplan, which builds on the entire process we have gone throughthus far. It , includes five main components: The first is(1) drafting  thean articulated  vision for the proposed change; the second(2) details thea detailed rationale for the change and its defined , and defines the goalsgoal it aims to achieve; the third(3) measurable objectives for defines the objectives of the change (consistent with each of thethe  Project's project's overall goalsgoal); the 4th(4) is dedicated to a detailed action workplan and methods for implementation; and the last, 5th one(5), parameters for assessment and evaluation for the whole process, to let us know will tell us whether we have been able to instigatesuccessfully brought about the change we envisioned, by setting various parameters to assess and evaluate the entire process. 
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The vVision of the changeChange: 

The vision is an image of the future, a picture of , which envisages the organization at its best, with regard to the aspects of the proposed change. It answers the question: "In this particular area, what is the desired future we wish to achieve through the proposed change process? 
"The vision for this specific change is not the same as the school’s overall vision statement, which includes multiple aspects. importantly, this is not the school's grand vision, which we have discussed earlier. , but rRather its it is a practical derivative of this vision, as to be expressed in the selected axis area for action. Hence it is addressedTherefore, we refer to it to as the "the vision of of the change".  As defined discussed above, in order to turn the a dream into reality, it is important to focus on a certain aspect within the selected axis area of change (such as developing communal solidarity, for example, if the selected axis area is "community"). The vision for change must be precise, uniquespecific, focused, clear, consistent, and motivating for its participants.  
 it is recommendedWe recommend using  to use Kim's Matrix matrix (Kim, 1995) which to help assist to bridge the gaps between the vision, and the day-to-daydaily reality. The This model includes five levels of systemic thinking. Understanding them and acting according to them, simultaneously, will help to make the vision a reality].

Rationale and goals:	Comment by ALE Editor: to here
The rationale allows gives the leadership team of change too freelythe freedom to draft the reasons to take action for change. The rationale must be phrased clearly and coherently and in order to form the bridge between vision and goals.
Clear and agreed-upon goals provide a shared language and will set solid ground for spearheading the change processthat the school is trying to achieve, while using a shared organizational language.  The process of setting goals and objectives is part of a general organizational action for the entire organization. It is recommended thatIdeally, the three to five goals of for the change process should  (3-5 goals) will be drafted. Achieving these  as desired achievements,goals the fulfillment of which will push advance the school forward, towards implementing its vision of change.

Measurable objectives:
Each goal should have include 3-5three to five specific objectives that will together form the pathway for its fulfillment of the goals. An objective is a specific, precise, measurable, realistic, and applicable  resultresult, that practically describes practical ways how to achieve the desired goal.

Method:
This elementMethod is the heart of the workplan. As such, tThe method details the general sumcumulative outline of the school'sall the actions the school intended intends to undertake in order to implement the change, within a predetermined time frames. The annual workplan, and the method that fleshes it outfor implementing it, constitute a managerial tool to motivate, guide and coordinate the required necessary actions. The workplan gives details about the specific missions objectives derived from each objectivesgoal,  will be detailed here, as well as the expected productsresults, the entity overseeing the processoverseeing body, the different various partners to carrying out the missions outobjectives, and dates of executionfor implementation.  All of these should also be registered documented on the school's Gantt chart. This is also where tThe budget for each mission objective should be determined, as well as thealong with a budget and funding sources for the entire cost of the process and its budgetary sources. [It is recommended to use the proposed pattern for a workplan, and Gantt chart, as described below].


Measurement Assessment and evaluationEvaluation:
This element, weatherThis may be conducted by an outside evaluation agency or by the school itself. In either case, this aspect, allows us to evaluate assess whether we have succeeded to in fulfilling the goals we have set for our change process.  To make sureensure the that the application implementation is going wellproceeding well, we will ask the for following four essential questions during each assessment procedure, for every assessment procedure we are conducting:
 a. What is being evaluated?  -- Which actions of in the change process do are we choosinge to evaluate?
 b. Who is doing the evaluationing?  -- Who is theWhat organization to will conduct the evaluation process (external, internal, etc.).
c.  When will the evaluation take place? What is the timeframe for the evaluation?-- at which point in time will the evaluation take place?
d.  How will the assessment process be conducted? Which tools will be used to evaluate the actions we have chosen to undertake?, and whichWhat tools will be used to collect and analyze the relevant data?

	At this stage, the concepts that make upelements to be included in the workplan should be clear. It is now time to carefully fill it out.

































Stage 7. Here we goOn our Way!: application Implementation and integration Integration of the change Change within at the schoolSchool

Introduction to integrationImplementation	Comment by ALE Editor: I think this is the better term for
הטמעה

Integration Implementation is a structured process, aimed to at ensuringe the proper incorporation integration and sustainability of the change, in terms of both theoretically and practicallytheory and practice. Without an integration implementation process, the desired change may notmay not be implementedrealized, and its goals will may notnot be achieved. It is therefore important essential that the school's leadership administration give pays special close attention to the managing practical aspects of execution implementingof  the change process. They should not be satisfied with past achievements or making officious , rather than make do with the achievements of the process thus far, or with festive declarationspronouncements about  on how important it is.	Comment by ALE Editor: 

To guarantee the best implementation of the change process and work-plan process as defined described above, a detailed implementation plan should be prepared. Here are its central components:

[image: ][image: ]





The stages of the implementation process in detail:

1. Drafting a school policy regarding the importance of implementing the change and its components: 
Once the school's workplan process is drafted and ratified, an outline of the proposed change and the workplan will be transmitted to the entire school's teamstaff, together with the work plan for itsso that it can be carried out fulfillment. This outline will serve as the a policy that is binding for that obligates all of theall partners to in the process.

2.  Designating roles, and defining key work processes: 
For clarity purposesTo clarify the process, special coordinators will be appointed. Their role will may be defined as early as the preliminary planning stage of preliminary planning. At the stage of integration, tThese role definitions descriptions will be broadened to include responsibilities regarding the integration itselfduring the implementation stage.

3. Launching the change process: 
The purpose of the launch should is to create awareness and stimulate excitement for to the change process. of change and to stimulate expectation for it. It is therefore important that the eExpectations must be in congruencecompatible with the benefits to that the different various stakeholders (teachers, students, managementadministration, community etc.) are to gain from the change process.  The launching should be designed to reflect the contents of the change, it's  importance, and to portray the school's best qualities at their very best. A festive launching event will should be planned to convey reflect the significance of the moveprocess. This , and will be an excellentevent is a golden opportunity to give credit toacknowledge and thank everyone who took partinvolved in the process.

4. Guidance Training and "passing the baton" between leaders of the process: 
The During the guidance training stage, is where all the various participants acknowledge should be aware of their own role in promoting the change process and its components (including the vision, rationale, goals, methods). There is therefore great significance to mediatingAll aspects of the  the contents of change and representing itprocess must be documented on the yearly Gantt chart. 
The During implementation plan represents the stage, where  responsibility is will being transferred from the leadership team s of change to the entire organization itself itself. Successful in transferring transference of responsibility is critical to foster a qualitative integration processthe quality of the implementation.

During the “passing of the baton” phase, The main actions carried out in this stage are identifying the leaders who will championthe team members best suited to leading their colleagues in the  integrationimplementation process will be identified and their roles defined. These should be the team members who are best suited to lead their colleagues while their roles are clearly defined. In addition, we must 

make sure that each role-holderEach person must know their specific s exactly what his responsibilities and authorities have the skills and knowledge to enable them to carry them outare and is capable, in terms of skill and knowhow, to carry them out.



5. Ongoing accompanying oversight of the change process, addressing  and handling objections and obstructionsbarriers: 

It should be considered that oOnce we put the change- process is put into in motion, it is never static. Reality changes., processes Processes are never linearmay not progress as expected or according to the plan. Needs change., needs alter and external External forces influence the process. The dynamics of the change process in also unforeseen in many ways. 
It is therefore tThe organization's leaders' obligation must to be involved, aware, and interested in implementing the change process. This involvement requires an ongoing accompaniment of the process-leaders, tEo ensuringe the sustainability of the integration process is sustainablerequires ongoing oversight and evaluation of its leaders and their work, . It is recommended, for instance, to conduct an ongoing evaluation of the process, right from the beginning of the integration implementation stage.

In many cases, the main obstacle for implementation is that some people may resist change in general or may have reservations about taking on new experiencesreservations, whether rational or irrational. The school's principal should therefore "sample"assess the school's environment, to get a sense of the atmosphere from as many angles and perspectives as possible. 
When an there is an indication for that a problem has arisen appears, it must be forwarded communicated to the relevant team member, who should decide how to tackle address it. The school's integration implementation team should also have a detailed workplan which includes examining how the change process effects affects the school, and how to deal with possible objections and obstacles. 
6. Follow-up and monitoring (including assessment of the success of the integration implementation process itself):
To make sure the integration implementation is going progressing as planned, there should be a follow-up and monitoring procedure to follow-up and monitor should be instated. Defining standards to measure success is not simple, because it requires that to first define expectations first be defined.  Note that dDisappointment from in a project may be caused not only because ofby a gap between expectations and reality, bur or rather due to a faulty poor definition of the expectations themselves.

In sum,Summary
As stated above, the implementation stage of integration is a critical and integral part of to the process, and is an integral part of managing the change process at the school. Only aA clear and detailed integration implementation plan that is clear and detailed in terms of, that accompanies both content and form, and carries outwhich includes the qualitative monitoring of its application, will is necessary to guarantee the sustainability of the change over time.
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תילאריפס תיתנש-בר הדובע תינכת .4
שומימלתילאריפסתיתנשברהדובעתינכתשוביג
תינכתהולדומהתורטמ



תיתנש הדובע תינכת .5
םידעיהבותיתנשתירפסתיבהדובעתינכתתריזג
ןוגיעללוכ(תיתנשברההדובעהתינכתמםידידמ
ךכבךורכהביצקתהו)ירפסתיבהטנאגהחולב



תירפס תיב תוידוחיי .3
לשהבילהימוחתבתירפסתיבתוידוחייתייווט
לכברפסהתיבבישממיוטיבתלעבתינכתה
דחאכתויורידסוםינכת-םידברה



עצבל ןתינ אל- דודמל ןתינ אלש המ .6
תכרעהלתירפסתיבהכרעהוהדידמתינכתםושיי
יכוניחהיונישהקמועוףקיה



 דקוממ קמוע ךילהת .1
ובשילוהינ-יתליהק-יכוניחקמועךילהתםויק
,רפסהתיבלשהלהנההוהארוההיתווצםיפתוש
םינושםימרוגוםהירוהורפסהתיבידימלתםעדחי
תורטמשומימלתימוקמהתידוהיההליהקהןמ
תינכתה



עסמ לש היגוגדפ .2
רפסהתיבןוזחשוביגלעסמלשהיגוגדפשוביג
רפסהתיבלשתידוחייהוכרדבוציעלו



הלועפה תונורקע
יונישלו החימצל דטיינוי לדומ
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רפסה תיב סוטטס ןוחבא .1



 יריצ תשולשב רפסה תיב סוטטס יופימו ןוחבא
 תויתליהקהו לארשי ידומיל ,תודהי ידומיל :הבילה
תימוקמה



המצעהלו קוזיחל ץח שאר תריחב .2



 תטלחהו ץעויה תוצלמה רואלו ןוחבאה בלש רחאל
 )השולשה ןיבמ( ליבומ ריצ ןמוסי ,רפסה תיב תלהנה
״יונישהרטק״כ ירפס תיבה ץחה שאר הווהיש



םייכוניח הארשהו דומיל תועסמ םויק .3



 ינושאר יכוניח ןוזח חוסינו ץחה שאר ןומיס רואל
 תועסמ3-ל רפסה תיב יליבומ ואציי ,יונישה ךלהמל
 ןוזחה תא רישעהל םדיב ועייסיש םייכוניח הארשה
םהלש יכוניחה



המילח תואנדס תכירע .4



 רפסה תיב יליבומ ומייקי ,תונבותו הארשה יסומע
 םהבו )םידימלתל ףסונו תווצל( המילח ירוזחמ ינש
 וללוחיש יונישה ינייפאמ תא השעמל הכלה ומלחי
תוסנתהו המשגה ידקומ ורידגיו



יונישה תייגטרטסא רבדב הערכה .5



 יונישה ךלהמל יגוגדפו ינויער סיסב םדיבשכ
 םיאתמה לדומה ןמוסי ,הוולמה ץעויה תייחנהבו
יונישה הוותמ חסוני ויפ לעש רתויב



תירפס תיב הלועפ תינכת תביתכ .6



 ןומיס אשונ םיללוכה1-5 םיבלש תמלשה רחאל
 שחרתמהמ דומיל ,יונישל זכרמ ליבומ ריצ
 הערכהו יונישה תמילח ,םירחא תודשבו תודסומב
 תינכת בתכית ,ושומימל היגטרטסאה רבדב
הכרעהו הדידמ תינכת ללוכ- הלועפה



 יונישה תעמטהו תינכתה םושיי .7



 לע תינכתה רשואת ,הדובעה תינכת תביתכ םות םע
 בלש לחיו דטיינוי יגיצנו רפסה תיב תלהנה ידי
 דדמיתו רפסה תיבב ליגה תובכש לכב העמטהה
רשואתש הכרעהה תינכת יפ לע תינכתה תחלצה
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הנושארה יונישה תנשב הדובעה ךילהת יבלש7
תוצופתב םיידוהי רפס יתב קוזיחל דטיינוי לדומ
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