Managing Change and Transition
What it Means

Managing change involves more than simply completing the tasks of implementing an innovation. Surprisingly, making the change can be the easy part. But change can fail if the psychological and emotional responses to change are not anticipated, recognized and attended to. William Bridges distinguishes between the change as an occurrence and transition as the gradual psychological process people go through to come to terms with the change.

· Transition begins with an ending, ends with a new beginning, and, in between, there is a “neutral zone.”

· For change to succeed, transitions must be attended to. To accept—even embrace—innovations, people need:

· A chance to acknowledge and even mourn what they will lose,

· Support to re-orient and prepare for the new state of affairs (e.g. to build new skills or try out new behaviors that will be required to meet new expectations) and time to adjust (people go through transition in different ways and at different speeds);

· An understanding of the impetus for change and clear vision of the future;

· Hope, i.e. the belief that change is possible;

· The opportunity to contribute and the knowledge of how to begin anew.

· Managing the changes and transitions brought on by innovation demands leadership. Leaders within congregations often look to their outside support network for encouragement, reassurance, guidance, and a non-anxious presence to help calm their anxieties and sort through the confusion.
· Different innovations require different degrees and types of change. Isa Aron
 arrays changes along two dimensions dealing with the scope of change (from discrete to systemic) and the goals of change (changes of procedure or of goals). Robert Marshak and others have distinguished between change that is remedial (fix it), development (build or improve), transitional (do the same thing differently), and transformational (becoming something different).
 Each involves different assumptions about approach and different commitments of time, resources.
How/Why It Is Critical To Innovation

How Congregations Typically Think About It
People in congregations often think about innovation in a mechanistic fashion. They assume a “fix-it” mentality in which change means something is “broken” and needs to be “fixed.” This repair can typically be handled by a professional specialist alone, should take a relatively short time, and result in things being brought back to “normal operation.” 
Innovation Aligned to Vision Requires Different Assumptions and Actions
Innovation brings change to the school and synagogue that is rarely driven by a desire to fix a problem and return to the old, stable state. Synagogues are inherently conservative institutions, charged with safeguarding our sacred tradition. Members of congregations often greet change with skepticism, even concern, because they often confuse capital-T Tradition (our Jewish heritage) with small-t traditions, i.e. the way we’ve always done things here.
 Matters of congregational habit tend to take on the same status in congregants’ minds and hearts as matters of Jewish traditional practice. As a result, introducing and implementing change in the synagogue can be fraught with dangers.

Yet, historian Jonathan Sarna points out that, historically speaking, the American synagogue has been remarkably resilient, becoming one of the most flexible, dynamic and responsive institutions in American life. These “moments of change” often accompany a new building, a new prayer book, or a new rabbi.

Innovations aligned to an educational vision may not be accompanied by or occasioned by one of these externally-driven changes. Innovation that aligns to vision is internally-driven. It needs to be managed with care. If the scope and nature of change are not well understood, leaders will develop false expectations about who is responsible for change (see Collaboration), how long it may take, and what resources will be required. If the psychological transitions stimulated by innovation-driven change are not attended to, the congregation and/or school will develop a “transition-deficit” which will prevent congregants, teachers, and others from embracing innovations.
How We Enact/Model it in The RE-IMAGINE Project of NY

· The ECE meeting template—which is designed-in to every Task Force and congregational group meeting—models an alternative culture of change. Participants readily comment that “these meetings are so different from our board or committees.” Connection, text study, core discussions, and reflection all build a trusting safe environment of collaboration, experiential learning and reflection, and community-building. These practices create an environment in which change is embraced and transitions achieved gradually and seamlessly. The challenge is to broaden that alternative culture of change to embrace the whole school—and congregational—community.
· Concepts of change and transition are taught in learning sessions for Leadership Team members.
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The ECE is a project of the Rhea Hirsch School of Education, Hebrew Union College-Jewish Institute of Religion, Los Angeles
The work of the ECE is made possible by generous grants from many funders. www.eceonline.org/funders




1

[image: image1.jpg]