The RE-IMAGINE Project of New York:
Consultant Training Agenda Day 1, August 2006
Goals

To build an understanding that informs the work of each participant of the consultant’s role and of the Experiment in Congregational Education’s (ECE) conceptual base (language, concepts) and build skills to fulfill the consultant’s role. As a team everyone’s gifts are valued and everyone has the opportunity to strengthen those gifts by learning from one another, from the well of our tradition, from resources in the field and from the experience and expertise of the ECE.

To achieve this we’ll:

1. Develop a shared language and framework for organizational change; 

2. Identify the ways The RE-IMAGINE Project supports the process of long lasting, far reaching and significant change; and
3. Enrich the consultant skills that are uniquely required by The RE-IMAGINE Project to enable ongoing innovation and change.

Connection

We are building a team where everyone contributes knowledge and experience and everyone has the opportunity to gain knowledge and experience that will enable them to lead long lasting, far reaching and significant change. Think about the experience of giving and receiving. 

· Please identify one thing you have/can contribute to Leadership Teams or to your colleagues in the room; and 

· Please identify one thing you have/can receive from your colleagues in the room.

· Draw on –really draw both experiences! Share them, if you are comfortable, with the person next to you. In a few minutes we will share your drawing(s) with the larger group.

Core Discussion One:  A Sense of Purpose and the Means to Achieving It

“Some people are deeply passionate about improving life. Others take a more cognitive approach, displaying less emotion, but still being intensely committed to betterment. Whatever one’s style, every leader, to be effective, must have (and work on improving) moral purpose.

Moral purpose relates to both ends and means. An important end is to make a difference in the lives of clients. But the means of getting to that end are also crucial.” (Michael Fullan, Leading in a Culture of Change, 2004)
Ends: 

· What is happening in the American Jewish Community and in Jewish Education that defines the purpose of The RE-IMAGINE Project?

· To serve this higher purpose, what are the goals of The RE-IMAGINE Project?

Means: 

· To serve this higher purpose, what are the means (tools) of the project?

· What are the guiding principles of The RE-IMAGINE Project?

Core Discussion Two:  Tools and Principles Applied—The Guidebook

Changing the Conversation: Uncovering and Challenging Our Assumptions Looking Inward (pages 33-35).
Stand in Two Places:
· Be a participant—How is your perspective being challenge?
· Be a consultant—How will you direct people to conduct the exercise? What will you explain is the “meta” reason for the exercise?
· In what ways does this exercise exemplify the basic principles of the project?

· In what ways does this principle foster ongoing innovation?
Hafsakah

Core Discussion Three:  Debrief a Task Force Meeting

Consultants will regularly plan and debrief each Task Force Meeting. Consultants will help Leadership Team members identify:
· Imaginative insights to be captured and included in Vision Folder.
· Guiding Principles that are experienced and can be incorporated in the “way business is done around here”.
Text Study: Keeping the Broken Tablets

· Engage in the Torah Study-building our team through study.
· Key insights from this Text Study are included in The Vision Sub-Team’s Vision Folder. What might you anticipate could be included in a Vision Folder?

· What are the Guiding Principles of Leading Innovation and Change that are explored in this text?

Lunch
Core Discussion Four:  Creating a Shared Rubric and Language for Change

· Name the principles that are common among different rubrics.
· Name principles that are unique to a rubric.
· Based on what you know of The RE-IMAGINE Project (e.g., the challenging assumptions exercise, how text study is designed, the orientation sessions, the meet and discern, etc.):

· What in the project is consistent with these principles? 
· In what ways is the project supporting a process of change?

Core Discussion Five:  Framing and Re-Framing
“Reframing requires an ability to understand and use multiple perspectives, to think about the same thing in more than one way. Learning multiple perspectives, or frames, is a defense against cluelessness. Frames serve multiple functions. They are maps that aid navigation, and tools for solving problems and getting things done.” (Bolman and Deal, Reframing Organizations)

Structural Frame:  Focuses on the architecture of organization—the design of units and subunits, rules and roles, goals and policies-that shape and channel decisions and activities.

Human Resource Frame:  Emphasizes an understanding of people, with their strengths and foibles, reasons and emotion, desires and fears.

Political Frame:  Sees organizations as competitive arenas characterized by scarce resources, competing interests, and struggle for power and advantage.

Symbolic Frame:  Focuses on issues of meaning and faith. It puts ritual, ceremony, story, play and culture at the heart of organizational life.
4. What characterizes the frame?

5.  What kinds of questions would we ask to understand the organization from this frame?

6. What dilemmas might arise in this frame?

7. What interventions could consultants take to intervene in this frame? Or help a leader to understand/intervene in this frame?

8. In what ways does the RE-IMAGINE address this frame/attempt to reframe the existing frame?
Hafsakah

Reflection

Today we walked through signposts (that we now share) that clearly punctuate a mental map of how to support organizational, congregational change.

This mental map will be applied when supporting the ambiguity, complexity, messiness and progress we will encounter when working with Leadership Teams.
We began with a drawing today, let’s end with one.

Let’s draw the mental map of change that includes:

· Guiding Principles, Tools and Practices embedded in The RE-IMAGINE Project.
· Rubrics for Change.
· Four Frames (re-frames) of Understanding.
	What Are the Signposts in Your Mental Map to Help Move
From Here to There?
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	*A desire to RE-IMAGINE Education
	*A new vision of Education

*An initiative/innovation to support

the vision-first steps

*A capacity to continually innovate self-renew
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