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Fostering an active Jewish identity within overseas communities, strengthening their sense of belonging to the Jewish people, and building their ties to Israel


Vision










The UnitEd Model for change is part of the UnitEd Project for Jewish education in the diaspora. Its aim is to strengthen Jewish schools around the world through Jewish and Israel studies, to fortify their sense of belonging to the Jewish people and to deepen their communal commitment.











The model is flexible and modular and is meant to be adapted and fitted for each community, according to its unique 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, will have a significant impact on the model's application. The consultant is expected to assist the school to navigate through the various components of the process. 

The authors of the model have set forth a theoretical platform upon which each school, through its own communal wisdom, can forge its unique process, responding to its individual needs and highlighting its special strengths. 
Objectives



1. Developing an authentic and independent Jewish identity, which is based on personal and communal discovery and experimentation. 
2. Generating interest, inspiration, and motivation as to Jewish resources, traditions, content and values.
3. Developing a robust sense of belonging to the Jewish people and to the local  Jewish community, motivating participants to impact their community's identity and future. 
4. Transforming schools into a communal anchor, with growing circles of effect and influence on its surrounding.
5.  Strengthening the ties to Israel, and to its to natural and human landscapes.  	Comment by user: wrong words in English.  Not sure of a good alternative.
6. Learning Hebrew as a joint cultural asset and a basis for ongoing Jewish creativity. 














Principles for Action
[image: ]
1. A focused learning process
An 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 the process's objectives while taking into consideration the school's unique vision. 	Comment by user: Awkward sentence.
 
2. A pedagogical journey
Planning a pedagogical journey, to set the school's unique path along one of the three axes of change: Judaism, Community, 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 core values of the school are to serve as a thematic thread within the school's educational process. 

4. A spiral-multi-year process 
Composing a spiral multiannual process for the model's application.	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.
Writing an annual workplan for the school, derived from the multiannual process. The annual process 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 assess the degree and magnitude of the educational change undertaken by the school.	Comment by user: Implementing assessment tools to measure	Comment by user: impact
The UnitEd Model for Jewish Schools Overseas
Stages of progress for the first year of the process's implementation

1. Diagnostics of school status 



[image: ] Diagnosing and mapping of school status along the three core axes: Jewish studies; Israel studies; and Community; identifying, forming and ratifying the school's vision
Enriched with inspiration and insights, the school leaders will organize two cycles of dreaming workshops (one for staff, the other for students), to define the characteristics of change, and the methods for its implementation.
Following the 1st stage of diagnostics, and in alignment with the recommendations of the consultant and the school's administration, a leading axis along which to make the change will be identified. It will serve as the spearhead for change.
4. The school as dreamer
After finalizing the writing of the workplan, and its final authorization by the school's administration and the United representatives, the stage of execution will commence. The success of implementation will be evaluated according to a predefined assessment method. 
7.Process's implementation
6. Writing the school's workplan
Equipped with a novel theoretical and pedagogical structure, and in congruence with the guidance of the school's consultant, the path forward will be determined.   
Having completed stages 1 - 5, a workplan for the school's change-process will be written. It will include assessment mechanisms for measuring the scope of change.
5. Strategic decision making
Building on the identification of the theoretical spearhead for change, the school's leaders will embark on 3 inspirational journeys. Those will equip them with tools to enrich the school's route for change.
3. Educational workshops and journeys
2. Identifying a spearhead for growth














 Products and Derivative Actions
 According to the Process's Stages

	Products
	Goals
	Stage
	

	Diagnosis report and recommendations for action
	Diagnosis of school status regarding each core axis
	Diagnostics and Mapping
	1

	SWOT report, and preliminary goals for the journey of inspiration
	Selecting the core axis to lead the change
	Focal point for change
	2

	Writing a document of insights to be used as a platform for dreaming about change
	Embarking on a journey of inspiration as a platform for the dreaming stage
	Journey of inspiration
	3

	Compiling a list of dreams, identifying gaps between dreams and reality, selecting most applicable dreams for implementation
	Identifying targets for dreaming pertaining to the leading axis
	Dreaming workshop
	4

	Deciding on the strategy for change, and drafting primary goals for the school’s workplan
	Selecting the pathway for change and for implementation 
	Selecting the path for change
	5

	A spiral annual work plan for the school, which revolves around the selected axis
	Writing the school's work plan to implement change along the selected axis
	Workplan
	6

	A clear integration process, which defines responsibilities and roles for implementation
	Launching the process and getting underway, according to the implementation layout
	Integration and implementation
	7



 
Mapping school status on each core axis
a. A. Analysis of the information derived from mapping;
b. B. identifying axis of change
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


Mapping school status on each 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 for growth and change is intended for schools who have a passion for innovation and a mission to make a mark: to aim higher, to dig deeper, to be more connected, and be more involved than ever before. It is meant to allow the school's leadership to take an initiated break from the 'educational race', and to rethink, anew, the school's vision, the passion of educators to fulfil their calling, and the relations between these and the reality of the school on a day-to-day basis. In this sense, the model is an opportunity for a joint intra-school innovation, and for a pedagogical transformation of the school's ethos.  

In order to permit local implementation, the proposed model that follows must assume a flexible and modular form, thus serving as a road map for the school's transformative process: each school is invited to interpret the model's concepts and ideas as it sees fit, according to its own educational pedagogical outlook, and in the context of its unique cultural environment. 

While the model allows for flexibility it is not without context: as part of the Jewish Peoplehood concept, the implementation of the policy of the Ministry of Diaspora Affairs, and the UnitEd Organization, the proposed focuses on Jewish values and traditions; Jewish communality in its various forms, and on ties to the state of Israel, its landscapes, and many faces. 
An important factor to be considered is the leading team of the process-for-change. The school must entrust its process's leadership with passionate team members, who are excited about making a real change in the school on one hand, but know the school well enough to identify with its current goals, and to appreciate the educational work and on the other hand. The leading team must also enjoy the esteem of their colleagues and the trust of the schools' administration. It is advised to include the school's accompanying consultant in the selection process, and the considerations that lead up to final decision. 

The team should include 3-5 members. It should set up procedures for sharing and updating their colleagues on their progress, to receive feedback, to allow the school's entire staff to join in, and share the responsibility for the change process the school undertakes.
The UnitEd organization offers those schools who choose to use the proposed model as a path for dreaming and fulfilling its full support. We consider this to be a joint and thrilling Journey. 
With good wishes for an exciting endeavor,
The UnitEd Team
















The Accompanying Consultant
The accompanying consultant has a key role in the process, and her importance to its success cannot be overstated. The consultant should contribute from her experience, knowledge, and ingenuity to assist the school to implement the model, so that it would be applied in the best possible way. It is important that the consultant promote the change-process in accordance with the school's ambitions, passions, and values. 
Among the consultant roles are:
1. To conduct a pedagogical diagnosis of the school's aims and commitment for the project.
2. To inspire the educational team and encourage it to dream, and envisage the school they aspire for.
 3.  To create a dialogue between the school's stakeholders regarding the challenges facing the school, and to conduct a discourse towards agreements about the ways to overcome them.
4. To nudge the schools towards forming ties with Israel as one of its goals, but not as a mandatory requirement.
5. To assist the school's administration in forming the work plans detailed in the model's application stages, and to set a timetable for its implementation. To encourage the execution of any action-items derived from the workplans.
6. To serve as the liaison between the school's administration, the process's leadership, and the leading team of the process within the school.
7. To run the budget assigned by UnitEd, both by identifying the end-products, and in terms of the administrational aspects of the process.
8. 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 the school's change-process and is the main mapping tool for its success. The questionnaire is meant to provide the consultant and the UnitEd team with a detailed account of the school's status, in several significant aspects.

Gathering the information required for the questionnaire will be carried out through interviews and discussions with the school's team members and staff; through attending classes during teaching hours; through reading materials that will be provided by the UnitEd team upon requests and according to needs; and through impressions of the school and the yard.

The questionnaire examines the following aspects:
a. The school's vision and the way it envisages its future ("image of future"). 
b. The pedagogical view, teaching process, the teachers' room, and the assessment methods already in place at the school. 
c. The infrastructure of Jewish studies and its level; the quality of Hebrew teaching; and the experiential education in the school.
d. The school's community and parents' involvement.
e. The engines for change in the school.



***



A. The school's Vision and Image of Future
1.  Does the school have a worded vision? If so, what are its components and when was it formed? (a copy of the vision should be attached to the diagnosis report). If there is no vision, try to understand why.
2. Can the teaching staff, the students and parents articulate the school's vision and its image of future? Can the vision be detected in the school's daily functions? (If so, please detail how, and give examples).
3. Is the "general" school vision drafted separately from its "Jewish vision"? What is the linkage between them if such linkage exists?
4. Does the school vision relate in any way to the three core axes of change the proposed model relies on? (Those are: Jewish studies, Israel studies and the local community). If so, in what ways are they expresses?
5. Important: if during consultation with the school's consultant it becomes clear that there is a need to reevaluate, reform, or ratify 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 is the teaching styles in the classrooms?  Does it take the form of lectures   / experiential learning / learning through play / class discussions / outside learning / project-based learning / text-centered learning / learning with a companion / independent learning / learning in groups?
2. What are the skills of the teachers and which tools do they have for managing the classroom? Is the learning atmosphere in the classroom?
3.  Are the students involved in learning?  In what way? According to your impression, how many students in each class are actively engaged in learning? 
4.  Curiosity, interdisciplinary learning, principled questions, and paradigms:  are those used as teaching methods? are students challenged with issues that require significant deliberations and contemplation?


The teaching processs
1.  Does the teaching staff understand the teaching process and is able to describe a 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 and degree of continuity in Jewish studies along their years at school? 
4. Is there a spiral and scoped learning process? (If so, give an example); is there a rationale to the teaching process's structure?
5. Are there unique studying materials that the students use? What is their quality in terms of contents, depth of learning, and access to relevant subjects? What is the quality of publication and aesthetics?
6. As opposed to the proclaimed teaching process, what are the latent messages that are being transmitted in the school? (In classes / during breaks / in the yard / on the school walls, etc.). Please give examples and explain why you consider these as the latent messages.
7. What is the condition of the general studies in school regarding questions 1-4?
8. How many Jewish studies per week to the students have? Please relate to age groups, as well as to the division between Jewish studies, Israel studies, Hebrew and other forms of Jewish-communal  / social involvement).

The Teachers' Room
1. Do the teachers meet on a regular basis for joint work, joint planning, or for mutual sharing of their respected teaching processs? 
2. Do they visit each other's classes on a regular basis, and give feedback to each other?
3.  Are the teachers cooperative and do they integrate their teaching processs (Jewish studies and General Studies)? 
4.  In what way are Jewish studies part of the more general teaching process at the school?

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


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

The infrastructure of Jewish studies and its level

1. What is the background of the teachers for Jewish studies (University? Torah studies?)
2. How broad is the knowledge of Jewish studies of the teachers is, both as a collective and as individuals?
3.  How many teachers among the school's staff hold 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 / contemporary)? Do they study educational materials as a group? 
6. How rich is the teacher's educational language? Can they conduct discussions on diverse 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 management)?
8. What are the differences between Jewish studies and general studies, if any, in terms of their level or pedagogical style; in terms of the involvement and/or the dedication of the students; in terms of the quality of the teaching process? which standards of evaluation and assessment methods are applied regarding the educational skills and quality of the teaching staff?
9. What are the school's messages regarding the relative importance of general studies and Jewish studies, both explicitly and implicitly? 
10.  How present are Jewish symbols, texts, artworks, Hebrew etc., in the classrooms, the hallways or auditoriums? Does the school have a "Jewish atmosphere"?
11.  Are students works displayed on the school walls? If so, what types of works, of which age groups, and in which profession?

Teaching Hebrew at the School

1. What is the purpose of teaching Hebrew at the school, and do you think it is achieved? What is the evidence of that? 
2. How present is the Hebrew language in school? 
3. Do students study classical texts in Hebrew during Jewish studies? (examples)
4. How often do students need the Hebrew materials translated to them translation? What is the spectrum of the students' knowledge of Hebrew?
 5. Are there classes where students can have discussions in Hebrew? (examples)
 6. Can the students have a conversation in Hebrew? (examples)

Education through experience in school

1. What is the agenda for learning through experience / informal learning in the school (daily / weekly / monthly)?  Does the school hold traditional or religious rituals (marking Sabbath, prayers, celebrating Hebrew holidays), discussion circles, playful activities, active recesses, etc.
2. What is the volume of learning through experience in the school? How is that expressed? (Scope, special frameworks in the school that are designated for experiential learning, etc.)
3. To what extent are there outdoors activities or extracurricular activities that complement the Jewish experiences of the students beyond school hours? (Camps, group activities, etc.); do these activities take place in connection with the formal teaching process? Who oversees that? What is the level of coordination, both technically and in terms of content, between the various processs, if there are any?
4. Are there significant social involvement and Tikun Olam contents in school? How are they expressed?


D. The School's Community and Parents Involvement 

1. Is there a PTA / parents leadership for the school? What does it do?  How familiar are the parent with the change-process, how involved are they and to 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 how 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 sessions?
4. Do the students' homework require them to involve parents or other family members? do they involve a joint reading of Jewish texts?
5. How present are community figures in the school's life?
6. Jewish life outside school:  give an account of the Jewish aspects, if any, in the students' life outside the school.
7. Are students involved in communal life? How so?

E. The School's Engines for change 

The maturity of the administration and the school's council 
1.  How supportive is the school's administration of the change-process and how mature is it to take it upon itself to truly participate in it?  What are the indications for that?
2. Is the school council aware of the process and is it involved in it? What are the indications for that?
3. What is the quality of the relationship between the school's council, the administration, and teaching staff? 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 indications for that?

Leadership within the school 
1.  Do you think there are natural candidates within the school to lead the change process, alongside the school's principal? (Please detail 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 "Jewish vision"? If so, how is 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 educational pedagogy? If so, what is it?
6. How does the educational vision of the school correspond to the suggested model for change? In case there are gaps to be bridged, is the school leadership able to discuss them openly and honestly?
7. Are the students taking an active role in leading the school? Do they take part in the decision-making process? Will they be included in the change-process? (If yes, how? if no, why?)


	Important points to assess at the end of the diagnostics stage: 
Does the school's vision, as expressed in its documents, and based on the findings of the diagnostic process correspond to the values of the proposed model? (If there are gaps, especially in terms of the core change axes, these must be discussed and identified as points to work on later).
Is the school's educational concept coherent? Does the school team express a distinct priority for a particular method of action? If so, this should be mirrored back to the staff to be explicitly reevaluated by them. The accompanying consultant should take part in doing so.
Very important: if at the end of the diagnostics stage, and in consultation with the accompanying consultant, a need to make a new inquiry into the school's vision (or:  to re-examine it, to update, validate of ratify it), we advise to follow the instructions below.
















Expansion: for schools in need of reexamining the school's vision

The School's Vision: Inquiry and Update Stages

The birth of an educational vision starts with a personal dream of people who wish to make the world better and believe their vision can become a reality. The dream can relate to students, to school, to the community, and even to the dreamer herself. To realize the dream, it must be translated into a concrete vision, depicting a vivid image of the desired future.
A vision is a compass guiding the leader to find the path for change.
A vision is the basis to harness action, to strengthen commitments and to deepen meaning for all the partners within the organization (Benvenisti,  2007 ).
The school's vision includes three components: a sense of calling, 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 purpose for which we are doing things? 
What – what is the best image of the future we can think of? 
How – how, based on which values, can we realize our purpose?
The response to these questions enables to form a practical, feasible, workplan.

There are four main reasons to shape a vision for schools: 
1. Meaning: the vision is vital for creating a sense of meaning for everyone at school. Most people have a hard time imagining the future, and they need a vision to connect their current actions with an image of the future.
2. Coherence:  the vision creates coherence by aligning the decisions and actions of the school together. It serves as a 'roadmap' for decision making for the school.
3. Cohesion: the vision creates commitment and cohesion among the school's team. It creates a common language and a common image of the future to which everyone aspires.
4. Leadership: a vision is a central component in formative leadership. Forming the vision is the role of the school leaders, and it is a significant and powerful asset to guide the school's path forward.

Shaping the vision
In shaping the vision, it is important to consider each of the vision's components described here: a sense of calling, an image of the future, core values.
Purpose: why do we do things?
The purpose includes the raison d'être of the organization. To find out what that purpose is, we should ask: why do we do things?  The response to this question must be short and precise.
The purpose provides guidance and inspiration. It is the northern star by which we navigate our way to our destination: perpetually moving towards it, but never to reach it. A purpose withstands even through change. 
Most schools have a common purpose, focused around three main axes:
a. Teaching and studying 
b. Identity 
c. Developing personality (emotionally, socially, behaviorally, and more).
Within the common purpose, each school has its own unique tone.

What is our image of the future?
The purpose is the heart of the vision, and the image of the future is its road map. The vision guide those who follow it and highlights the achievements to be attained.  Painting as detailed as possible image of the future is the way to do that: an actual visual image – what 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.



Characteristics of the desired image of the future: 
· The image is detailed and includes tangible expressions for success, 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: a few years ahead (at least five!)
· while the vision is steady and unchanging, the image of the future may change, especially if it had already been achieved, and a new image needs to be painted.

Core values: which values are to guide us?
By "core 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 declaration along the lines of "this is how we do things here; this is what matters here".
One of the difficulties regarding 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 on the values-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 values, both authentic and necessary for the school's  future, its needs, its goals and vision.

Actualizing the vision
The stage of actualizing the vision is when we transfuse it into every dimension of the school's life. One of the potential problems is that there may be a gap between the vision and how it is realized. For that we must position the vision vis-a-vis the school's activities, its administration, and practices, and to answer the question: how must we act in this specific area to actualize the 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 studying.
b. The school's team 
c. The students
d. The school's surrounding:  parents and community

Summary: the process of actualizing the vision 
To actualize the vision in a methodical manner, free from daily pressures, it is advised to act according to the following guiding principles,
· Shaping a vision.
· Setting long-term, strategic goals, derived from the vision: where the school expects to be in five years time.
· Short-term goals (objectives): what is required to do on the short-term to achieve the strategic goals.
· Forming optimal courses of action to achieve the goals and objectives we have set.
· Constructing evaluation processes to allow an assessment of the effectiveness in achieving the goals.
· Forming the ability for organizational learning: the ability to draw conclusions from past actions, to learn from our mistakes and get better.
· Shaping a new vision: keep thinking forward.




Stage 2. Choosing a spearhead to lead the change

The Diagnostics and mapping stage is behind us. We now have  a situation-report which includes: the school's vision and its image of the future (weather we've drafted the vision or have assisted in rewriting it); the unique features of the school; the teaching team's leading pedagogical concept; the coherence of the teaching process; the atmosphere within teachers' room; evaluation methods; the issues pertaining to the infrastructure of Jewish studies in the school; the proficiency and level of the teachers; the level of Hebrew teaching and the presence of the Hebrew language in school; experiential teaching;  the dynamics of the school's community and the involvement of the parents; a mapping of the engines for change in the school. We are now on solid ground.


At this stage, we must assist the leading team of the school to determine which of the three axes - Jewish studies, community, and ties to Israel - they wish to focus on.

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

As an example, here are some considerations for choosing one axis as the leading axis for the change process. Undoubtedly, there are many other considerations, some local, that are worthy of attention. We recommend that each of the possible axes for change would be analyzed according to SWOT (a method for the assessment of the strengths, weaknesses, opportunities, and threats to a given project) allowing the mapping out of advantages, disadvantages, threats, and opportunities. In case the school starts the process with a clear view of the axis it wants to focus on, it is advised to have a SWOT diagnosis at least with regard to the selected axis, before moving on to the next stage.

Possible considerations:
a. Discomfort: there may be discomfort about the way the certain issue pertaining to a core axis is currently being handled by the school. This discomfort may relate to the current quality of studies or to lack of interest from students.
b. Ability:  There are teachers who are familiar with, and can lead the implementation of, one of the axes in a meaningful way. (Professional level, availability, commitment).
c. The school's surrounding: the school's physical, human, etc. surroundings may offer a relevant connection to one of the axes' themes. Selecting this axis may provide added value to its implementation.
d. Local Conditions:  there are some local conditions the utilization of which can be leveraged to take the core axis to new heights. Such conditions may include a connection to an academic institution, a synagogue, etc. 
In sum,
It is advised to hold an open discussion among the leading team regarding the layout suggested above, until a decision is made. The decision should be mediated to the school's board and the teaching faculty. It should also be shared with any other figures may provide constructive feedback, or even new ideas. Communication the school's choice is critical in harnessing the school's environment to make the desired change.


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













Stage 3. A journey of inspiration

A journey of inspiration - the context and purpose

Having defined a leading axis for the change process and identified three core values that are derived from it, as well as at least two core values derived from the sub axes, we can now start to identify the sources of inspiration for the change process.
Sources of inspiration may take many forms and have many dimensions: human sources, such as inspirational persons or groups; textual sources, ideas or other values who kindle our imagination, inspiration, and creativity. Sites (heritage sites, beautiful landscapes) or organizations may also make us want to dream, and realize, about a better future.
The purpose of the journey of inspiration is to enrich our point of view with ideas and values, to make our educational path more meaningful, more robust, and more relevant to the lives of the school's students and their environment. It is also meant to help us dream and achieve our educational goals.
It all starts with the group.
At the heart of the process is a group of peers within the school's team; a group of team members that leads the project and takes responsibility over it. As the introduction above indicates, these team members should be curious, independent thinkers, creative, who are able to take part in an exploratory process. This process will yield the tools to identify the path of growth and change the school aims for.
The group of peers will include three - five team members who from this stage on will lead the process. They will be closely accompanied by the consultant, assigned by UnitEd. As mentioned earlier, for various sections of the process, the team should invite other figures who they think may enrich the process. These decisions should be made together. As a team. 


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

Detailed stages of the journey

1. The road to inspiration goes through the ability to ask a good question:
A good question is thought-provoking. One that sparks interest and curiosity and encourages inquiry into asking further questions, of different orders.
(from "the pedagogy of asking questions").

According to the "pedagogy of asking", questions are the center of studying and teaching. It therefore diverts the requirement to provide a "right answer" and focuses on a "fruitful question".

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

Typically, a fruitful question is considered one that possesses six basic traits.
Those are:
a. An open question: one that does not have an unequivocal answer but rather allows for a few possible answers; and these answers may differ and sometimes even contradict one another.
b. A disturbing question:  a question that undermines the assumptions and beliefs of the learners; a question that doubts what is thought to be self-evident, commonsensical, one that exposes basic conflicts to which there is no simple solution and pushes us to re-thinks our most basic assumptions.
c. A rich question: a question that requires dealing with complex subject matters and is essential to understanding persons and the world; one that cannot be answered without scrupulous and continuous exploratory research; this type of question would normally be divided into sub questions.
d. A question connected to being: a question that is relevant to the lives of the learners and to the society in which they live.
e. A charged question: one that has ethical and theoretical dimensions; these types of questions have a strong emotional and metaphysical baggage, which motivates research and study.
f. A practical question: a research question; a question the answer to can be found through gathering and analyzing information.

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

Creating thought Maps:  for each fruitful question produce a thought map. This map will be the basis for your inspirational journey.

What is a thought map? a thought map is a tool to represent knowledge. It allows us to map out the different elements of our thought process (ideas, concepts, context, texts, etc.) in an orderly manner. A thought map is built hierarchically, so that each of the elements branches out into sub-branches, according to its context in the process. The graphic shape of the map allows us to maintain order and to remember our thought process and its bifurcation.
One can create a thought map by using pen and paper or buy using apps that generate a digital thought map.

Important: a thought 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. Identifying the sources of study and the purposes of the journey of inspiration
At this stage, you already have up to three thought maps that represent the process of asking questions and identifying the issues, ideas, and the concepts that they expose. You should mark three to four elements on each map that will deepen the learning process and inspire the team before the journey. At the end of the marking process, you should have nine to twelve potential focal points for your school's journey of inspiration.

A second method to identify focal point for the journey, is to draft three to five goals you wish to achieve along your journey. It is recommended that the goals be as varied as possible, and include cognitive goals, emotional goals, cultural and social goals, and goals that aim to develop skills. Importantly, the goals should be phrased in a clear and operative language. Once the goals have been drafted, go back to the elements you have marked and make sure they fall within the remit of your journey's goals.
In case you feel that 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 "passengers"

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


You are now ready to plan the route of your inspiration journey. Write on the board your focuses of inspiration, so that you could add alongside them specific details that will serve as "posts" on your route. Now, conduct a brainstorming session that will allow you to specify, alongside each focus of inspiration, one possible post* for further inquiry [give examples].

*a post = a tangible representation of an inspiring focal point. A post 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…), an organization you would like to visit, a dimension you would like to experience together.

For each of the posts on the journey, prepare yourselves: read online, contact people 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 take. After you set a date for the journey, you can reconnect with all the relevant people and coordinate your arrival.

Your journey may be virtual, in person or any combination of the two and it could take two whole days or several fragments of a few hours. All of the journey's posts should be arranged in order to express your thought process and present a clear and reasoned rational that aims to fulfill the goals you have set for the journey. 

At this stage, after the journey plan is formed, it is recommended to present it to the school principal and to a selected group of partners, some of which you might have included during the preparations for the journey. This is important to get feedback and comments that will allow you to tighten you plan, to get ideas that may make it better and richer. After you select which comments you want to implement, and have made your plan as precise as possible, you are ready to present the journey's goal, it's rational and route to the other participants.

4. Getting ready to start your journey

Encourage the participants to read about the different "posts" before you start. It is recommended to hand out a 'journey journal' to each participant, with a 

personal dedication for each one, and to encourage them to write their personal impressions and thoughts during the journey. These impressions will be useful after the journey ends. It is very important that at least one of the organizing team members will document 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 interests. It is recommended for the journey organizers to bring along the fruitful questions list, the thought maps and the list of journey's goals, in case you need them.

In addition, your role as journey leaders is to introduce the journey, to remind the participants of its purposes, to present every speaker (that you have lined up) and to tie the different posts of the journey together, so that the journey's route is clear and present for everyone invloved.

At the end of the journey and after it
Right at the end of the journey, it is recommended to convene the participants to process to experience. This should be guided by the leading and advisory team. It will be the occasion to ask the participants about their impressions from the experience. It is also recommended to go through the journey's goal with the participants and ask them if they feel the goals have been achieved. In addition, they should be asked if the journey was relevant to their educational endeavors at the school, and if so, in which ways and why.


	A few days after the dust has settled, the organizing team should convene and conduct its own summary of the journey, much like the one conducted with the participants.
It is the responsibility of the leading team to prepare a document that summarizes the journey of inspiration, which will include the insights and thoughts it brought about. 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 stage of dreaming.





Stage 4. Dreaming

The purpose of the dreaming stage: challenging things as they are, and drafting new courses for action

The purpose of the dreaming stage is to free the schools from imagined restrictions. Our tools will the insights from the journey of inspiration. 
 
The dreaming process aims to assist the school to reposition itself vis-a-vis the challenges it faces – both globally and locally – in a dynamic, ever-changing reality. The COVID pandemic is an example: it forced us all to redraw the boundaries of schools, to open them up, and rethink about them anew. Indeed, as the saying goes, "necessity is the mother of invention", and so the limitations we face are, at the same time, an opportunity to rethink the way the school operates. Restrictions and obstacles, both external and internal, may sometimes serve as opportunities for development, learning and change. They become available only when a boundary unravels.

Today it is already clear that redrawing boundaries demands a broad systemic outlook, rather than mere technical change in the details. The ability to challenge existing limitations will only arise when the school's leadership and its surroundings change perspectives and the positions. 

The theoretical assumption upon which the idea of dreaming is based is that sometimes, boundaries seem fixed due to predispositions we hold, which prevent us from seeing that there is an alternative way.

For that purpose, we will have a dreaming workshop, the aim of which is to tear down internal boundaries and draw new courses of action. The workshop, which follows the journey of inspiration, allows the school's team to identify opportunities for growth and change while undermining premises, paradigms and habits. At the same time, tearing down the borders may be the result of positive aspirations and dreams. 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 team, who are interested in re-examining their beliefs and assumptions with regard to the selected core axis. Working together will provide an opportunity for a meaningful discourse and will encourage the identification of the ability to question what is usually believed to be self-evident and obvious.

The dreaming workshop
Before the workshop begins, the leading team should compile the insights previously gathered during the journey of inspiration, and redraft them as guidelines (see below how to do that). Each of these guidelines should be written on a separate cardboard.

Drafting the guidelines as a basis for the workshop

The workshop invites the participants to deal with the basic questions of the educational work they are doing, both in relation to the selected axis and with regard to their educational work more generally. We will ask the participants a 'why' question, a 'what' question and a 'how' question. Those will assist us to form the educational guidelines that will serve as the theoretical background of our workshop. 

A writing assignment
Give the teachers three post-its in different colors and ask them to answer the following questions:
1. First post-it (color x): why am I in education? What is important for me in my educational endeavors? 
2. Second post-it (color y): what is my educational outlook in a nutshell?
3. Third post-it (color z): how is my educational outlook expressed in my actions? (that is – how is it guiding my educational practices).

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

At this stage – ask: what is the gap that you identify between the way the school currently handles the subject matters that pertain to the selected axis, and your own understanding of the right way to handle it? (This can be done on two levels, that of goals and that of practice). In light of the answers, try to identify two to three issues for dreaming, that will enable closing the gaps, and write them down on the board, so that they will be at the background of the next unit of the workshop.

The workshop
The workshop's stages
a. Inspirations and dream cards 
Form groups of 6 to 8 participants. Each group gets a pile of cards on which are written inspirational sentences about education. 
Chose an inspirational card (the participants can draft their own sentences, as long as they phrase them as a dream).
b. What is the challenge / problem we face?
 The group will notice that the challenge/problem is not merely technical, and cannot be simply overcome, but rather by a complex challenge to be seriously dealt with. Why hasn't the dream come true until now?
c. Which premises, paradigms or habits should change, in order to fulfill the dream?
Option 1: 
Option 2:
Option 3:
d. What have we given up?
e. Which new premise leads us now? What is the new premise?
f. What do we do now, and what comes next?
We have undermined our previous assumptions and have chosen a new paradigm to guide us – what comes next? Discuss a few alternatives for action and identify which limitation does the new path overcome, and which boundary does it tear down. In addition, examine the alternatives in light of the following issues:
1. Making sure it is not "more of the same".
2. Making sure it is not singular but on-going
Alternative 1:
Alternative 2:
Alternative 3:

g. Choosing an alternative for action (Make a bold choice!)
h. Plan a pilot – every change starts with a small experience.
i. A dream and it's fulfillment poster
Each group will make a virtual poster that includes all the stages of dreaming and fulfillment according to the layout of the workshop.
At this stage, the entire team will reconvene to share their respective products and collect comments (document).

After the workshop
The posters (according to article i. above) will be collected by the leading team and presented as guidelines for a course of action in implementing the selected axis.

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 as the rich infrastructure upon which the school will make its choice on how to proceed. The format should be selected by the school's administration, in assistance of the council.

	The main product of the process thus far is a set of guidelines for action, with which to implement the vision of the selected core axis. The guidelines should relate to normative, pedagogical, and practical aspects of the vision. 









Stage 5. Choosing the model of change and taking the first steps for its application

Towards Change
This unit deals with choosing the path of change for the school, on its route to fulfill the dreams of the leading team and members.
Before we start dealing with the change process itself, let us remind ourselves that the proposed model's working principles, in all its educational-communal-managerial 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 partners it involves, each with its unique nature, traits and qualities. 
In addition, the task of extracting the school's distinctive character, and identifying its special nature is also big challenge for the school as an organization, both as a collective of individuals, and as a unified system. It is also a challenge for the local community and the school's environment. 
The change itself, at its best, should be visibly recognizable on various levels at the school – the school's vision, its pedagogy, the theme it deals with and the administrative aspects – a good change process should be well-planned and carefully fitted for 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 pedagogical methods to apply. It is as important to get everyone on board, to expand the circles of consultation, and to truly listen to the inputs of the partners along the way.


Before we start: basic concepts and models for change 

Planning the educational change process will be conducted through selecting a preexisting model for change, or as a combination of more than one model. The most important thing to pay attention to in selecting a preferred model for change, is that coherence is kept throughout the process, and that the model fits the school's ethos, as well to the substantial change it wants to undertake. The selected model should also fit the practical aspects, of applications of the school's vision. Building the annual spiral work plan, which we will deal with in detail below, will follow.

Change
The act or instance of making or becoming different.

Do we need to define what 'change' is? It seems such an overused, obvious and common concept, that we don't even need to define. However, to make sure we are conceptually on the same page, it is better to set forth a few criteria, that go beyond the dictionary definition above. These will help us clarify the 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 past.
c. The difference between the way things were before the change and what follows it, is significant, clear and recognizable through peoples' senses (minor changes that require measuring tools to notice, but a person cannot detect on his own, will not be defined as change). 
d. The new situation is relevant to the lives of individuals and has a direct or possible effect on them.

This analysis by Fox tells us that the process in which we are engaged here, is not one 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 the school chose, which, in itself, serves as the basis of the model and in its vision.

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

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 an unchanging, given 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, however, expresses a transformation of the nucleus, the foundations, the basic paradigms. This type of change involves a sort of leap, and there is no clear continuity between past and post change.
A change in the first degree is usually seen as routine, narrow and gradual. Change in the second degree is considered original, significant, and multi-dimensional. Sometimes, however, first degree changes can be creative and broad, whereas second degree changes may be gradual and uninspiring.
From the concise discussion above it is clear how significant it is that the consultant discusses the concept of change, the criteria for its application, as well as its their depth and scope with the leading team.  At the end of this conversation, the partners should reach an agreement on the nature of the desired change, and make sure they see eye to eye regarding expectations from the undertaken change.

Models for planning and educational change
There are dozens of models that can be used to foster change. Each model is governed by different theoretical ideas, and naturally has advantages and disadvantages.
After selecting the preferred model by the school consultant and the leading team, it is recommended to regard the model and its application as a theoretical roadmap or guidelines which will serve as the platform for change.
It is beyond the scope of our project to go through more than a few theoretical models for change. It is recommended to further read about each one of them. In case the consultant is familiar with a different model for change, she is encouraged to put it to use (after a discussion with the project management).





Possible models for planning educational change
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Fullan's Model: Engines of Change – Fullan's model differentiates between ineffective engines for change (which are, unfortunately, common in educational systems), and four other engines of change, which are, according to his research more effective in promoting change: (1) building group quality; (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 of change. The model assumes a clear and applicable work plan.

Lewin's 3 steps model is the oldest and the most basic of the models (which is both its advantage and disadvantage); according to the model there are three stages of change: the first is the "de-freezing" phase, in which the individual or the organization first realize change is needed; the second phase is that of the change itself; the third phase is the stabilization, or the "refreezing" stage, in which, according to Lewin, actions to consolidate the change are required.  According to this model, the change only succeeds when the supporting forces are stronger than those who 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 stage model is manual of sorts, guiding the participants how to apply the change after having decided it is required. The model includes these basic stages: defining the need for change; understanding the importance of its implication; forming a leading team to promote it; clear and coherent agenda distribution to the organization and to its partners; expanding the circles of partners to join the process; achieving quick wins; securing the achievements and creating momentum for further changes. 

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.

Bushe and Marshak diagnostic-dialogical model is a model the purpose of which is managing the change by working along the tension between a diagnostic approach: factual, objective, hierarchical-organizational, technological and behavioral; and a dialogical approach:  dialectic, theoretical, developmental, and non-hierarchical. By juxtaposing these two approaches, the leading team can freely move along the spectrum 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 for further reading will be handed out separately].


	The next stage is dedicated to study the available models for change and to identify which is the best fit for the organization and the desired change. This stage is carried out by the leading team, with the guidance of the consultant. They will select their preferred model and set it as a platform for the next stage: a detailed workplan combining contents and form (the application of the adopted model).
We recommend considering a combination between Fullan's effective engines for change, and Kotter's 8 stages of application. This however is a mere recommendation, and each school is free to make its own choice.




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

Goals:
1. Better understanding the concepts of change and change leadership.
2.  Understanding the participants viewpoints with regard to change and response for change.
3. Questioning and refining the various aspects of the identities of the participants.

What do we want to achieve by the exercise?
Dealing with the concept of leadership and / or leading change, with an introspective gaze, emphasizing the relations between the "I" and the concept of change.

part 1 (30 minutes):  Change and I
before you start, take time to "feel the group's pulse":  how are they doing?

Preparing a "change and I" workshop:
Intuitive writing on the topic of "change"(5 minutes of free-flowing writing on the concept of change).
Write five statements related to change, and have the participants place themselves on a scale between these statements.
The statements:
a. I'm impatiently waiting for the next season to arrive / I am allergic to the changing of the seasons
b. I have lived in the same flight place all my life / I relocate every two years
c. I am thrilled whenever I arrive at the new place / moving to a new place makes me concerned about what it will be like

 (Pause for a discussion: each participant discusses with the person at the other part of the scale: share past examples, how do I feel about that)

d. I was the one setting change in motion / I opposed change 

 (Pause for personal reflection: what was the change about? What was my position about it? Why? , 2- 3 participants sharing)

e. Covid is my biggest nightmare / Covid is a blessing for my personal and professional life 

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

Part 2 (an hour) Basic Concepts Regarding Change
Here, the consultant is invited to expand on basic concepts of change (relying on the theoretical analysis offered above, and on her own experience and sources).

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

Each participant tells the one facing her, about one element of her identity for about 30 seconds – 1 minute. Should take the form of answering the question "who are you"?
Every minute the bell rings, which is a cue for the participants sitting in the inner circle to move one chair to the right, repeating the same exercise with a new participant, but this time using a different element of one's identity. Allow for circ. 7 rounds (hoping that participants have an opportunity to expose deeper identities). 10 minutes.

Forming an identity flower: you lay at the center of the room white papers and colored markers and invite the participants to create their own identity flower.

Defining the task: the center of the flower is the self, and the petals are one's identities. It is for them to decide how to design the flower: how many  petals / their sizes / colors.  After everyone has finished, you lay the flower at the center of the circle.

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

Possible talking points:
· How was this process for me?
· Why did I design the flower in this way?
· What was difficult for me? What was obvious to me and what took me time to realize?
· Which 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 identity is made up of many layers. These layers complement each other but may sometimes clash. Every significant 


change (of the first degree and definitely of the second-degree) may be seen as threatening to the organizational identity or to the identity of the individuals who lead the organization. Change, therefore, may deter some members.

The path for change, therefore, needs to be tailored to the organizational nature and to the individuals who comprise it. Thus, planning the change process ahead is extremely significant, as it may influence the success of the entire project. 

According to what you've learned, and in light of your acquaintance with the organization and with the contents of the proposed change, what do you consider to be the ground rules / guidelines that are best fitted to make the change? Identify five such ground rules and discuss them. The selection decision between them should be unanimous. 




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

Before we approach the drawing table

This unit deals with applying the fundamental ideas, at the heart of the change process. After we have gathered much information along the way, through (1)  the diagnostics and mapping questionnaire; after we have decided upon (2) what will be the main axis along which the change in school will take place; in light of (3) the inspirational Journey that has enriched the leaders of the process and the school team with ideas, content and possibly even with different perspectives and values; and following (4) the dreaming process, that allowed a team of dreamers  to rethink and reevaluate their educational endeavors along the axis of change;  having defined the (5) change strategy, tailored to the school's character – it is now time to prepare (6) the schools' workplan for change.
As in every workplan, the proposal below will include several planning stages. Their careful application will allow pushing the change forward as well as consolidating it. 

The action plan, which builds on the entire process we have gone through, includes five main components: The first is drafting  the vision for change; the second details the rationale for change, and defines the goals it aims to achieve; the third defines the objectives of change (consistent with each of the Project's goals); the 4th is dedicated to a detailed action plan for implementation; and the last, 5th one, will tell us whether we have been able to instigate the change we envisioned, by setting various parameters to assess and evaluate the entire process. 
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The vision of change: 

The vision is an image of the future, which envisages the organization at its best, with regard to the aspects of change. It answers the question "In this particular area, what is the desired future we wish to achieve through change ". importantly, this is not the school's grand vision, which we have discussed earlier, but rather its practical derivative as expressed in the selected axis for action. Hence it is addressed to as "the vision of change".  As defined above, in order to turn the dream into reality it is important to focus on a certain aspect within the selected axis of change (such as developing communal solidarity, for example, if the selected axis is "community"). The vision for change must be precise, unique, focused, clear, consistent, and motivating for its participants.  
 it is recommended to use Kim's Matrix (Kim, 1995) which assist to bridge the gaps between the vision, and the day-to-day reality. The 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:
The rationale allows the leaders of change too freely draft the reasons to take action for change. The rationale must be phrased clearly and coherently and to form the bridge between vision and goals.
Clear and agreed-upon goals will set solid ground for the change process, while using a shared organizational language.  The process of setting goals and objectives is part of a general organizational action. It is recommended that the goals of change (3-5 goals) will be drafted as desired achievements, the fulfillment of which will push the school forward, towards implementing its vision of change.

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

Method:
This element is the heart of the workplan. As such, the method details the general sum of the school's actions intended to implement the change, within a predetermined time frames. The annual workplan, and the method that fleshes it out, constitute a managerial tool to motivate, guide and coordinate the required actions. The specific missions derived from each objectives will be detailed here, as well as the expected products, the overseeing body, the different partners to carry the missions out, and dates of execution.  All of these should also be registered on the school's Gantt. This is also where the budget for each mission should be determined, as well as the entire cost of the process and its budgetary sources. [It is recommended to use the proposed pattern for a workplan, and Gantt, below].


Measurement and evaluation:
This element, weather conducted by an outside evaluation agency or by the school itself, allows us to evaluate whether we have succeeded to fulfill the goals we have set for our change process.  To make sure the application is going well, we will ask the for essential questions, for every assessment procedure we are conducting:
 a. What is being evaluated?  -- Which actions of the change process do we choose to evaluate?
 b. Who is evaluating?  -- Who is the organization to conduct the evaluation process (external, internal etc.).
c.  When will the evaluation take place? -- 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 take, and which tools will be used to collect and analyze the relevant data?

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

































Stage 7. Here we go: application and integration of the change within the school

Introduction to integration

Integration is a structured process, aimed to ensure the proper incorporation and sustainability of the change, both theoretically and practically. Without an integration process, the desired change may not be implemented, and its goals will not be achieved. It is therefore important that the school's leadership give special attention to the execution of the change, rather than make do with the achievements of the process thus far, or with festive declarations on how important it is.

To guarantee the best implementation of the change and work-process defined above, a detailed implementation plan should be prepared. Here are its central components:
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The stages of the process in detail:
1. Drafting school policy regarding the importance of implementing the change and its components:
Once the school's work process is drafted and ratified, an outline of the proposed change will be transmitted to the entire school's team, together with the work plan for its fulfillment. This outline will serve as the policy that obligates all of the partners to the process.
2.  Designating roles, and defining key work processes:
For clarity purposes, special coordinators will be appointed. Their role will be defined as early as the stage of preliminary planning. At the stage of integration, these definitions will be broadened to include responsibilities regarding the integration itself.

3. Launching the change process:
The purpose of the launch is to create awareness to the process of change and to stimulate expectation for it. It is therefore important that the expectations be in congruence with the benefits the different stakeholders (teachers, students, management, community etc.) are to gain from the change process.  The launching should be designed to reflect the contents of change, it's  importance, and to portray the school's qualities at their very best. A festive launching event will reflect the significance of the move, and will be an excellent opportunity to give credit to everyone who took part in the process.
4. Guidance and "passing the baton" between leaders of the process:
The guidance stage is where all the various participants acknowledge their own role in promoting change. There is therefore great significance to mediating the contents of change and representing it on the yearly Gantt.
The implementation plan represents the stage where responsibility is being transferred from the leaders of change to the organization itself. Success in transferring responsibility is critical to foster a qualitative integration process.
The main actions carried out in this stage are identifying the leaders who will champion integration. 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-holder knows exactly what his responsibilities and authorities are and is capable, in terms of skill and knowhow, to carry them out.
5. Ongoing accompanying of the process and handling objections and obstructions:
It should be considered that once we put the change-process in motion, it is never static. Reality changes, processes are never linear, needs alter and external forces influence the process. The dynamics of change in also unforeseen in many ways
It is therefore the organization's leaders' obligation to be involved, aware, and interested in implementing the change process. This involvement requires an ongoing accompaniment of the process-leaders, to ensure the integration process is sustainable. It is recommended, for instance, to conduct an ongoing evaluation of the process, right from the beginning of the integration stage.
In many cases, the main obstacle for implementation is that some people may resist change or may have reservations about taking on new experiences. The school's principal should therefore "sample" the school's environment, to get a sense of the atmosphere from as many angles and perspectives as possible.
When an indication for a problem appears, it must be forwarded to the relevant tam member, who should decide how to tackle it. The school's integration team should also have a detailed workplan which includes examining how the change process effects the school, and how to deal with possible objections and obstacles. 
6. Follow-up and monitoring (including assessment of the success of the integration process itself):
To make sure the integration is going as planned, a procedure to follow-up and monitor should be instated. Defining standards to measure success is not simple, because it requires to first define expectations.  Note that disappointment from a project may be caused not only because of a gap between expectations and reality, bur rather due to a faulty definition of the expectations themselves.

In sum,
As stated above, the stage of integration is critical to the process, and is an integral part of managing the change process at the school. Only a clear and detailed integration plan, that accompanies both content and form, and carries out the qualitative monitoring of its application, will guarantee the sustainability of change overtime.
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