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From Conflict to Change: Engaging Teachers, Shifting Curricula
“I know what I’'m doing. | don’t need/want to make changes to my lessons. They have worked for years.”
“Why are you telling me what to do? It's my classroom and | know my students.”
“Change for change’s sake doesn’t make any sense to me.”

Do these quotes seem familiar to you? As the year has wrapped up and we are all spending summer to
take stock, regroup, and plan - it is important to consider how conflict is connected to change(s) you
may be driving in your educational context. And ultimately to consider how we engage productively with
conflict with an eye towards meaningful change.

As an education director, you may be interested in shifting the curriculum, Hebrew learning approach,
and/or pedagogical methods in your congregation. For example, you might like students in all grades to
be exposed to Hebrew vocabulary, language and regular Hebrew worship to build the sounds of Hebrew
before learning print (decoding) in fifth grade. Or you may want teachers to focus on decoding prayers
using a sound-to-print (S2P) approach.

Though you may share with your staff the research demonstrating the efficacy of these new approaches,
offer one-on-one conversations, and schedule meetings to address these changes, it’s still possible that
teachers or tutors may resist. For example, they may feel that their expertise is being devalued or that
they don’t have enough time for preparation. Perhaps some teachers even leave at the end of the year
because of the curricular and programmatic changes. What you may see as programmatic innovation is
coming up against teacher experience and perception and/or existing institutional structures.

In this blog post, | highlight several practical approaches to proactively and responsively address these
challenges with an eye towards productive change. The approaches | share here are based on the field
and practice of conflict transformation, focused on the productive potential of conflict for meaningful
change at any scale (Lederach, 2003). Conflict transformation seeks to move away from addressing
episodes (specific conflict-related scenario/situation) at a surface level, and to a deeper understanding
of epicenters (histories and experiences that underlie a particular conflict episode).

The list of approaches (below) is long and offers overlapping suggestions. Explore them with an eye to
choosing the one(s) that will work best for you and your particular context. If you take these change
processes as opportunities for collective understanding and openness (and not only a way to get specific
things to happen a certain way), this can allow for the entire system to be healthier and foster growth
for individuals, groups, and the community as a whole.

1. Theories of change are hypotheses we hold about the best way to create an intended impact -
they can include the overall change sought, the pre-conditions necessary for the change, the
individual and collective actions taken for that change, and assessment of impact. The best
theory of change process is collaborative and collectively created.

a. If you have given previous thought to a theory of change, name, share and discuss it
with your staff. This conversation will build shared understandings and begin to help
ameliorate current tensions, as well as impact future conversations.



https://www.amazon.com/Little-Book-Conflict-Transformation-Peacebuilding/dp/1561483907/ref=sr_1_1?adgrpid=1337006703104790&dib=eyJ2IjoiMSJ9.hodxeh0lO2VLhoc3uTtoUEfaf6KipQtxdGQf1AD-ia28iyJFCuacy4RDmMEKjcE7HtCzcPThKFbtJOqnycRArZxacB9a3JecdWGcimQxm5JBis8rE5sv9532cLbsb0-kZFWbku65tHD_cNoWhVVvSn6L7fCo8Hmx6t9A77wyb3uzgXTVeEADXUYmw7pfNxTyatp87QpNMhrpdDvnc-lazOfB7IWreWZ3Y2WPnInb_rQ.Bc6_7RZOrPlo8z9QFloP_gehPgh3kmstE_paQAzCKgg&dib_tag=se&gb=2&hvadid=83563305691486&hvbmt=be&hvdev=c&hvexpln=0&hvlocphy=43946&hvnetw=o&hvocijid=8005288852777491833--&hvqmt=e&hvtargid=kwd-83563262191288%3Aloc-190&hydadcr=24595_13770010&keywords=little+book+of+conflict+transformation&mcid=008bbdaab9d73cb3b53cba25c7c640a0&qid=1784430559&sr=8-1
https://www.bond.org.uk/resources/theory-of-change-for-advocacy-and-campaigns/

ONWARD HEBREW Blog post 8/1/2025
Dr. Netta Avineri

b. If you don’t have a formal theory of change, check this source and consider how
adopting a stance on change can help you and your staff explore current tensions.

2. As part of a theory of change, it’s important for stakeholders to recognize their own sphere of
influence and the potential points of intervention they can uniquely contribute to. This allows
for mutual recognition of contributions to the broader goals. It is also helpful to explore the

a. types of change one is interested in — be it behavior-based, values-based or perspective-
based

b. scales of change — be it for an individual, between individuals (interpersonal), or
institutional.

Articulating the ‘why’ behind these changes is also useful. To do so, facilitate a collective
discussion on:

c. the why of the problem

d. the why of the solution, and

e. the why of the method
Guidance on working with ‘why’ is offered in this article.

3. Provide opportunities to name key tensions in advance and during the change process, using the
“paying attention to the tension to set intention” methodology (Avineri, 2024). When we are
mindful of and make explicit the tensions/conflicts present in a given context/situation, it
becomes more possible to collectively create goals that move the system forward. Examples of
tensions include:

a. Teacher autonomy vs. teacher agency (i.e., allowing teachers the ability to make their
own decisions in certain domains while also ensuring they remain connected to a
broader set of strategic priorities).

b. Building relationships vs. achieving task results. Some colleagues may be more focused
on building strong relationships while others may be focused on getting things done.

Naming the tension and then determining together how to move forward can be motivating for
everyone involved.

4. When collaboratively problem solving, it is helpful for each member to clarify their:

a. position (what they say they want during a conflict episode - for example, fewer whole
staff meetings and more one-on-one meetings with supervisors)

b. interest (what they truly seek and what is underneath/guiding their position, based on
the conflict epicenter - for example, attention from their supervisor, meaningful
opportunities to grow professionally), and

c. common ground (what two or more parties to a conflict agree upon).

Use the chart on the second page of this document to lay out everyone’s positions, interests and
common ground. Then, open conversation.

5. Recognize that there are power dynamics and competing goals involved. As a result, people
react differently to:
a. curious questions (i.e., questions that seek to understand another person’s
perspective). An example might be “Can you share with me how your last few lessons
have gone?”


https://www.bond.org.uk/resources/theory-of-change-for-advocacy-and-campaigns/
https://pollackpeacebuilding.com/blog/motivate-change-management/
https://docs.google.com/document/d/1pE3amvTvM165uVT2ZeRZVGR7xWUUQRvvik_I85jTwh4/copy
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b. persuasive questions (i.e., questions that seek to convince the other person that they
should accept your perspective). An example might be “Don’t you want to try something
new at this point?”

A longer list of questioning techniques can be found here.

6. Engage in exercises that allow people to share their core values (examples include: rigor, clarity,
care, trust, honesty, mutual respect) within the organization, which help to shape decisions
about how to go about next steps in a change process.

7. Decide together on potential methods for moving from conflict to change. For example:

a. Information gathering:

i Mutual classroom observations
ii. Interviews
iii. Mapping.

b. Discussion of the 4 R’s (Avineri, 2017) relevant to the change. When individuals make
explicit the 4 R’s, this can provide meaningful information about how to move forward
collectively in the direction of institutional/cultural change.

i Reasons
ii. Roles
iii. Relationships
iv. Responsibilities
c. Structured dialogue for decision-making (resources here and here)

8. Determine different ways to assess impact (e.g., the RPR model focused on Results, Process,
and Relationships) that are uniquely suited for your educational context, stakeholders, and
goals.

Conflict creates change. And change creates conflict. Ultimately, it’s essential to foster both change
competence and conflict competence within ourselves and in our institutions (a helpful resources on
this here and here and here). Imaginal cells can be an inspiring metaphor, highlighting that the potential
for change is already in the system itself.

| invite you to more deeply explore these and other ideas using the materials from the two Onward
Hebrew webinars | facilitated with education directors in 2025. Key concepts, exercises, and case studies
can be found here and here. Feel free to reach out to me anytime (navineri@gmail.com).

Dr. Netta Avineri

Executive Director
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https://docs.google.com/document/d/1NrGOcA6u7bWfkUC-JxByb9k51VLHBKVYsntAYPT9eTw/copy
https://docs.google.com/document/d/1NrGOcA6u7bWfkUC-JxByb9k51VLHBKVYsntAYPT9eTw/edit?tab=t.0
https://www.bloomsbury.com/us/research-methods-for-language-teaching-9781137563422/
https://www.structureddecisionmaking.org/the-steps/
https://decisionframeworks.com/blog/the-importance-of-structured-decision-maker-dialogue
https://interactioninstitute.org/dimensions-of-network-success/
https://www.strategy-business.com/article/The-road-to-successful-change-is-lined-with-trade-offs
https://hr.berkeley.edu/sites/default/files/change_management_toolkit.pdf
https://www.workplacepeaceinstitute.com/post/why-organizational-change-fails-and-what-to-do-about-it
https://www.imaginal-labs.com/about
https://docs.google.com/document/d/1pE3amvTvM165uVT2ZeRZVGR7xWUUQRvvik_I85jTwh4/copy
https://docs.google.com/presentation/d/1YY94ZNx3KrZ6IXBnDz_76JmN5WD6bQrH/copy

