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Underlying Assumptions and Stated Goals:

“It has been widely suggested by Jewish spokesman that education is the answer to our problem.  They have assumed-or hoped-that concerned parents, teachers, and educators can devise effective ways of stemming the tide of alienation and ensuring a creative Judaic future for the Jewish people.  Many doubt, however, that education, under present-day conditions, offers a realistic solution.” (Fox,2003)
The learning today is based on two assumptions:

1. The Jewish community is in a state (will continue to be) that demands change that responds to the complexity of our changing environment

2. Systems thinking can be a tool to make meaningful change happen

 At the end of the session, participants will:
· Explain systems thinking as a tool that helps generate change in organizations

· Desire to read more/learn more about systems thinking and change (see biography)

· Value systems thinking so that when faced with the challenge of making change (large or small), will share this framework with their partners and consider application

My Story and Systems Thinking:  

Evolution of an educator over 25 years- How the tool box has changed

“A metaphor that Cyd Weissman uses to describe Beth Am’s holistic approach to educational change is that of tikun…’We used to think of the supplementary school in fragments, with lots of separate components. For example, the curriculum was often publisher driven and not by the needs of the individual synagogue. Teachers, curriculum, and teacher training were all viewed as separate entities. Our goal at Beth Am is to make everything connected. We want to repair the broken pieces…Only when all parts of the synagogue work hand in hand will one another can the institution change in ways that can truly impact congregants in a meaningful way.’” Aron, 2000).
Your Story and Making Change:

· Change efforts often involve ambiguity. Share a change effort you were involved in that was able to address the following. What mental model, what approach was used to help address the following?

We are not sure what the real problem is

We are not sure we can identify all the factors that impact our goal

We are not sure what we want

We do not have the resources we need

We are not sure of the impact our effort will have

We are not sure how to get what we want
We are not sure how to determine if we have succeeded

Systems Thinking as a Tool for Generating Change


EXPANDING HOW WE THINK ABOUT CHANGE

WHAT IS-Isolated-Linear Thinking
WHAT COULD BE-Systemic Thinking

Managers often have a limited view of organizations (ie attributing almost all problems to individuals’ flaws and errors)
Managers need a holistic framework that encourages inquiry into a range of significant issues: people, power, structure, and symbols.

Leaders often rely on the “one right answer” and the “one best way,” they are stunned at the turmoil and resistance they generate.
Leaders need passionate unwavering commitment to principle, combined with flexibility in understanding and responding to events.

(Bolman and Deal, 1997)

· SYSTEMS THINKING: SEEING THE WHOLE
· In this discipline, people learn to better understand interdependency and change and thereby are able to deal more effectively with the forces that shape the consequences of their actions.  

· Systems thinking is based on a growing body of theory about the behavior of feedback and complexity-the innate tendencies of a system that lead to growth or stability over time.

· Systems thinking is a powerful practice for finding the leverage needed to get the most constructive change.   (Senge, 2000)

· Systems thinking is a discipline for seeing the structures that underlie complex situations, and for discerning high from low leverage change. That is by seeing wholes we learn how to foster health. To do so, systems thinking offers a language that begins by restructuring how we think. It is the fifth discipline because it is the conceptual cornerstone that underlies all of the five learning disciplines. (Senge, 1990)
· Reality is made up of circles, but we see straight lines. One of the reasons for this fragmentation in our thinking stems from our language. Language shapes perception. What we see depends on what we are prepared to see. ….systems thinking helps us see feedback (doesn’t mean positive feedback). Feedback means any reciprocal flow of influence. Every influence is both cause and effect. Nothing is every influenced in one direction. (Senge, 1990)
                  WHAT IS
How do you get from what is to what could be? Gap analysis.
WHAT COULD BE

Focus on single problem

Single solutions

Narrow perspective

Focus on larger picture- underlying assumptions and causes

Identify complexity Better reflects reality

What are the deeper issues we are not addressing?

Work with people immediately involved with immediate problem

Social complexity: many stakeholders with different aims and views

See immediate consequences-act as if cause and effect are close to one another in time and space-“flip the switch-the light goes on”

Focus on long term consequences-dynamic complexity-cause and effect are not close in time or space-

Causality is circular

Based on what we have done in the past, we can solve our present problem

Generative Complexity-a lot of the solutions from the past won’t help solve problems in the future- the future looks so different

Change will result in a solution

“we can get the right answer”

Feedback: influences going forward and backward-interconnectedness, interdependence, interrelated-need to enhance capacity to learn to respond more holistically-discern fundamental shifts in larger environment

Obvious solution is the one to go with

Need to identify points of high leverage – often not obvious-need to look at underlying structures rather than events –think of process of change-not snapshots –need to look at the forces at work

Looking for short term solutions

Balancing long term and short term solutions

THINK ABOUT WEIGHT LOSS………short term isolated problem solving vs systems thinking
Systems Thinking Does not stand alone as a tool for change: Five Disciplines

( Personal Mastery: Can I articulate a coherent image of my personal vision alongside the realities of my life. This creates a tension that expands a person capacity to achieve the results you’ve chosen. Can say: I dismiss leader model as authority, and move to learner centered model

( Shared Vision: Can I generate a collective vision with a focus on mutual purpose? Shared commitments. Can I build teams? “Why do we emphasize vision? Without a guiding purpose, an educational system is bound to be scattered and incoherent, incapable of consecutive effort, unable to either to grasp the possibilities of effective action or to avoid the obstacles in its path. Lacking a directive guide to the future becomes repetitive and uninspired, prey to past habit, incapable of justifying itself to new generations of our youth in the worlds they will inhabit.” (Fox, 2003)

( Mental Models: Frames for understanding attitudes and perceptions. Move from simplistic mental models to complicated systems. Can I develop an ability for reflection and inquiry skills as focused around developing awareness of attitudes and perceptions-for my own and those around me?  Can I better see current reality, develop capability to talk safely and productively about dangerous and discomforting subjects? Am I reflective, self-aware willing to ask, what’s working, what’s not? 

(Team Learning: A discipline of interaction-using dialogue and skillful discussions.When you are working in a reflective thoughtful organization-Senge would say a learning organization- that uses dialogue, discussion tools, then change can be made as a matter of course.…This is how we do business, we are always asking, thinking, learning, we are looking at the big picture, building the teams who see this is part of their work--not a change imposed by an outside force. Can I say, I am willing to be vulnerable? “I don’t know, I’m a learner too.” “An evironment filled with complexity, surprise, deception, and ambiguity makes it easier to go crazy than to learn.” (Bolman and Deal, 1997)
A Jewish Educator’s Example: 
Parents are complaining that their children refuse to go after bar/bat mitzvah. Teachers complain they are not supported.  The educator does his best to hire good teachers and sends them to agency workshops. He does provide written materials and articles for the teachers. The Rabbi complains parents come for the holidays, drop their kids off and do little else. Students are express that they aren’t learning anything new and they are bored.

SHORT TERM ISOLATED ANALYSIS                                  SYSTEMS THINKING 

“The key to seeing reality systemically is seeing the circles of influence rather than straight lines. This is the first step in breaking out of the reactive mindset that comes inevitably from linear thinking. Every circle tells a story. By tracing the flows of influence, you can see patterns that repeat themselves, time after time, making solutions better or worse.” (Senge, 1990) 

Summary: Turn to the person next to you. Imagine you are working together on a challenge in your institution. You both think there is a need for some change.  Explain to them that instead of rushing into a short term/quick fix solution, that it may be helpful if you bring a team together and examine the issue through a lens of systems thinking. That person says, “What’s that?” Explain it to them.
Application of Systems Thinking:
From your work situation: What challenge are you facing? Examine it through a systems lens.

In groups of five (who work in similar arenas) Each share your challenges-need for change.

Select one challenge to work on as a group.

1. Circle Diagram the challenge by:

2. Place the vision/goal of the institution in the center (is there one that you can state? If not why not?  What can your team do about that? Is the challenge you are discussing a result of lack of clarity and focus in vision?)

3. Identify the factors/aspects that support that vision and influence the challenge at hand.. In what way do they influence the challenge? 

4. What long term issues will have to be addressed that a short term solution will not address.

Report out: Reflection 
Name one thing that was revealed that would add value to making a change. Identify something of importance that may not have been without the systems lens.
· If today has been successful you can:

· Explain systems thinking as a tool in generating change

· Desire to read more/learn more about systems thinking and change (see biography)

· Value systems thinking so that when faced with the challenge of making change (large or small), will share this framework with their partners and consider application
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