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ABSTRACT

In recent decades it has become increasingly necessary to make changes in
public systems and to adapt these systems to external changes. Extensive
resources — both organizational and financial — have been allocated for
carrying out policy changes and reforms. Against this backdrop, a ramified
literature has developed on various aspects of reforms and changes in
publicorganizations: the motivations that trigger change in organizations,
different kinds of change, the difficulties involved in effecting change in
public systems, and the manner in which changes are implemented in
organizations. The present study outlines a series of actions and principles
that should be considered when working to effect changes, and which can
increase the likelihood that the change will be implemented successfully

in the system.

It should be stressed that despite the ramified literature on organizational
change, we cannot point to unambiguous principles that can lead to
successful implementation of change in various situations; therefore the
process of change should be regarded as an art governed by uncertainty
rather than a science. Consequently, the principles presented in this study
should be viewed as guiding principles to be considered, not as mandatory

actions required in every reform or change.
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The study comprised four main stages:

1. Asurvey of international models that describe activities that contribute

to the implementation of change
2. Interviews with education and policy experts

3. Thematic analysis of the interviews and of the records of dozens
of meetings of Israeli study groups on the subject of changes in the

education system

4. A survey of the implementation of the principles of the model in the

national plan for the advancement of mathematics (“5X2”)

Based on these stages, a model adapted to the Israeli context was

designed.

International Models

Several models have outlined principles for implementing change in
organizations in general and in education systems in particular, based
on international experience. The present study was based on two recent
projects in which extensive resources were invested. The first project,
conducted by the strategic consulting firm McKinsey, addressed principles
that make a substantial contribution to the implementation of policy
changes in public organizations. These principles included the leaders’
commitment; clear goals and priorities; continual, systematic work;
effective participatory communication with the main stakeholders in
the reform; and recruitment of professionals with the proven ability to

spearhead change.

The second study, conducted by the OECD, was aimed at formulating
central motifs that contribute to implementing education policy, based
on an analysis of a range of sources in the professional literature. The
motifs retrieved were as follows: setting policy based on a clear, emphatic

definition of the need that the policy is supposed to address and the way
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it should do so; recruiting stakeholders and ensuring their commitment
to the success of the process; taking into account the institutional policy
and the social context in which the change is to be implemented; and
developing a practical strategy for implementation, with attention to the

specific tasks involved.

Development of the Israeli Model

Against the backdrop of the international models, in the present study a
model was created for the Israeli context. In order to develop the model,

a thematic analysis was conducted of three Israeli information sources:

1. Semi-structured interviews with experts on education and policy for

the purpose of the present study

2. Records of meetings of study groups run by the Van Leer Jerusalem
Institute in 2015-2016, which addressed various aspects of planning for

the Israeli education system

3. Records of study sessions run by the Initiative for Applied Research
in Education of the Israel Academy of Sciences and Humanities in 2016,
in which participants sought to learn from science-education reforms

carried out in Israel.

From these three sources, 616 propositions were extracted concerning
principles that contribute to or hinder the implementation of education
policy. Each proposition was catalogued under a common denominator or
central theme. The themes were then refined into applied principles to be

considered when promoting policy.

The principles were presented in a model that divides the political process

into several stages that together make up the policy cycle.

\
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The Israeli Model

The Israeli model consists of four stages:

1. Setting goals. What are the goals and what is the scale of priorities

among them?

2. Designing the policy tool. What is the most suitable policy tool for

achieving the goals?

3. Implementation. What should be emphasized during utilization of the
policy tool?
4. Measurement and evaluation. How will the policy tool’s success in

achieving the goals be determined?

Obviously, not all of the principles can be implemented in every change,
but they should all be considered in every policy change process, and a
conscious decision should be made as to which principles will be reflected

in the particular process of change.

Below are the principles that should be considered in each of the four

stages.

Activities for the Various Stages

Principles for the goal-setting stage

1. Commitment to a long-term policy with a clear scale of priorities that
make it possible to focus efforts

2. Setting solid goals for the policy in response to actual needs

3. Formulating clear targets

4. Involvement by the minister and the political echelon as a condition for

producing systemwide change
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Principles for the policy tool design stage

5. Selecting the optimal policy tool for promoting the goal
6. Requiring pedagogical observation whenever a policy is changed

7. Including a range of stakeholders, among them the people actually
working in the field (educators, organization staff, and administrators)

and experts of various sorts

8. Flexible planning and maintenance of degrees of freedom that allow
for adaptation to changing local needs and practical initiatives

Principles for the implementation stage

9. Involvement of a range of people active in the ecosystem® in the
implementation stage in order to help achieve success

10. Designing an organizational structure that is supportive of change
11. Professionalization and recruitment of educators for hands-on work

12. Planning the budget while taking short- and long-term needs into
account, and ensuring budgetary flexibility to meet local and changing

needs

13. Maintaining the change, in part by deriving insights and learning
lessons for the long term based on preservation of the relevance of the

change
Principles for the measurement and evaluation stage

14. Defining indicators for tracking progress, based on awareness of the

challenges of measurement

15. Conducting learning processes as a basis for effective planning and

implementation

1 Ecosystem: a human system with all its stakeholders and the entire
range of networks within it.
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In order to examine actual attitudes toward the contribution of the
various principles to spearheading policy, a survey was conducted among
principals of post-primary schools, teachers of five-unit math classes, and
math department heads. The survey looked at their perceptions of how
the principles developed in the Israeli model were implemented in the
national plan for the advancement of mathematics, and at the extent to
which the principles contributed to or detracted from the success of the

plan.
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