Conditions in Making Long Lasting, 
Far Reaching and Significant Change—Impetus for Change

What is an Impetus for Change?

The impetus for change comes from identifying the gap between what exists now and what could be.  This gap can exist either because of a problem or a deficit (i.e., it is not meeting our current expectations or needs.  An impetus for change emerges when the standard for success has changed.

To understand the gap between what is and what could be, participants need to inquire what expectations and goals already exist in the school (e.g., who is the learner, when is learning taking place, where is learning taking place) and what expectations need to exist to achieve the hopes and dreams of a community. 

The gap between what is and what could be needs to be clearly articulated to generate a sense of need and urgency.  Without that sense of urgency, without a sense of need, “change can become an exercise in pushing a gigantic boulder up a very tall mountain.”  (John Kotter, The Heart of Change)
Without gap analysis (and the creative dissatisfaction it creates) people don’t know whether to change, what to change, or where to start.
The impetus for change is about “why change?” and “why now?”  It’s about people needing good reasons to move off dead center of the status quo.  People and organizations run on a lot of inertia‑‑left alone they’ll keep going as they are.  It takes energy and involves risk (costs) to change.  The implicit question behind impetus for change is “why shouldn’t we just keep doing what we’re doing now?”

Note there is a significant difference between nurturing a culture of complaint and defining the impetus for change.

A culture of complaint is rooted in a consumerist approach where stakeholders express a “fix it based on my personal likes” approach to change.  This approach is expressed by stakeholders with phrases like this is what “I like and I don’t like.”  This complaint is personal and focused on small things that may or may not need to be addressed in another venue.

An impetus for change, on the other hand, is rooted in a desire to reach a shared picture of the future and a shared sense of what is possible (vision).  The collective commitment to a new future recognizes the organization’s strengths to move to new places.  Therefore, expressions for change are heard as “what we can be, what is possible.”  This sense of what could be motivates people to participate in the new way of working together and the new educational experience.  It helps people answer the question, “Why are we doing this work of change?”  “How do we achieve our hopes and dreams?”

By focusing on a higher moral purpose a strong pull is developed among participants to work toward a new future.

Helping Others See Reasons for Change

Leaders are often in a position to hear the complaints of stakeholders.  In as much as people need to be listened to, they may also need help shifting focus.  Leaders can consider reframing the conversation from what is wrong, to what is possible with the following examples:

1. (To someone with a complaint) “What would it look like if it were (e.g. more interesting)?”

2. What are the things you value deeply about the school/synagogue?

3. If you had three wishes for this synagogue/school what would they be?

Ways to Highlight the Impetus for Change  (based on the work of John Kotter, The Heart of Change)

· Showing people valid and dramatic evidence from outside the organization that demonstrates change is required (e.g. Jack Wertheimer’s research, Linking the Silos).

· Create quick and easy ways to elicit a sense of the possible (practical first steps).

· Show others the impetus for change with a compelling object they can actually see, touch and feel (e.g., if a newly identified goal is to build an intergenerational community, have participants review existing educational calendars for adults and children to identify the gap between what is offered, and what needs to be offered to achieve new goal).

Questions for Discussion:

1. In your own words, what is this condition for change about?  Why is it necessary?

2. What might be some indicators that this condition for change is indeed present?  What might be some indicators that this condition for change is not present?

3. Based on your understanding of this condition for change and drawing on your own experiences with change, briefly share one example when the impetus for change helped moved a process forward.

4. As leaders of the RE-IMAGINE process, what can you do to ensure that this condition for change exists within the Task Force?  What can you do to ensure that it exists within the congregation?

5. Choose one or two people who will share the key points of the group’s discussion with the larger group.  Be sure to include what condition of change you have been discussing and its meaning, and why it is necessary in the change process.
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