
1.  I can describe authentic stakeholder 
engagement.  

2.  I can recognize characteristics of 
three approaches to leadership.  

3.  I can identify one or more Leading 
by Convening tools that will assist my 
stakeholder team develop, sustain, or 
improve its impact. 

 



Bill East, Jr., Ed.D. 
National Association of State Directors  

of Special Education (NASDSE), 2012 
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Leading by Convening 
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What do we learn by asking these 
questions? 

• What shared concerns are going to bring 
people together in meaningful ways? 

• Who should be at the table to ensure real 
progress in practice? 

• What should participants be doing 
together to increase their individual and 
collective learning and ability to act? 

• Who has the skill, legitimacy and 
leadership to convene these groups? 
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Authentic 
Stakeholder 
Engagement 



Why is authentic stakeholder 
engagement important? 
What does it look like? 
How do we make it a reality in 
practice?  
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Adapted from: IDEA Partnership, 
2014 
 
What does this 
statement mean to you? 
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real change lasting 
meaningful 

buy-in 
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Stakeholder 
Management 

Stakeholder 
Engagement 



Stakeholder 
Management 

Stakeholder 
Engagement 

1
1 

Involvement is controlled 
–  Share information 
–  Request feedback 
–  Invite select group 

 

Involvement is open 
–  Involve multiple 

stakeholders 
–  Share leadership  
–  Build consensus 
–  Work together 

Vs. 



• Avoid miscommunication 
• Maximize resources 
• Leverage deep and durable networks 
• Support implementation and fidelity of 
evidence-based practices 
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IDEA 
Partnership
@NASDSE 

2016  
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Choose the image 
that resonates with 
you 

1 2 3 

6 5 4 

8 7 







Choose the image 
that resonates with 
you 

1 2 3 

6 5 4 

8 7 
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• An overarching idea 
• A guiding framework 
• A new discipline for 
leaders at every level 
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More  
than a meeting 

More  
than facilitation 

The beginning of a relationship  
focused on practice change 



Leadership 
Approaches 
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• A single authority figure or small group 
• Formal channels of influence 
• May consult others 
• Present the final plan to those who will 
carry out the work 
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• Urgent problem or crisis situation 
• Laws, rules, and regulations to be 
followed 
• High degree of risk for the 
decision-maker 
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• People affected by the proposed 
change 
• Informal networks and relationships 
• Experience and knowledge 
• Learning team  
 
 



• Analyze the problem, find solutions & 
create the action plan together 
• Share ideas and points of view 
• Role of leader is fluid 
• People stay the course   
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• Everyone can be a leader 
• Bring groups with authority and 
groups with influence together  
• Develops relationships to 
transform the work and improve 
outcomes 
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Characteristic	 Top-
down	

Bottom
-up	

Leading by 
Convening 	

Persons with expertise and/or experience share knowledge 
and skills.	

 	  	  	

Administrators chart the path, make decisions, and empower 
others to take action.	

 	  	  	

Creative agreement strategies are used to bring the group to 
consensus.	

 	  	  	

Solicit and consider input from others	  	  	  	

Sharing leadership opportunities and responsibilities based 
on role, expertise and needs of the group in specific contexts 
or situations.	

 	  	  	

Broad commitment to implementation	  	  	  	

Group charts the path and directs action	  	  	  	

Leader-driven; autocratic or small core group of people	  	  	  	

Building relationships across roles and levels broadens the 
area of impact and supports sustainability. 	

 	  	  	

Dynamic leaders convene the group	  	  	  	

Attending to both the human and technical elements of 
change; building relationships.	

 	  	  	

Invite interested participants to the meeting.	  	  	  	



How did you do? 
Characteristic	 Top-

down	
Bottom-up	 Leading by 

Convening 	
Persons with expertise and/or experience share knowledge 
and skills.	

 	  	  X	

Administrators chart the path, make decisions, and empower 
others to take action.	

 X	  	  	

Creative agreement strategies are used to bring the group to 
consensus.	

 	  X	  	

Solicit and consider input from participants.	  X	  	  	
Sharing leadership opportunities and responsibilities based 
on role, expertise and needs of the group in specific contexts 
or situations.	

 	  	  X	

Broad commitment to implementation.	  	  X	  	
Group charts the path and directs action.	  	  X	  	
Leader-driven; autocratic or small core group of people.	 X	  	  	
Building relationships across roles and levels broadens the 
area of impact and supports sustainability. 	

 	  	  X	

Dynamic leaders convene the group.	  	  X	  	
Attending to both the human and technical elements of 
change; building relationships.	

 	  	  X	

Invite interested participants to the meeting.	  X	
 	  	





The Nuts and 
Bolts of 
Leading by 
Convening 



We have learned that 
we must do more 
than simply say we 
are attending to the 
elements of change; 
we must work at it. 
We must stretch 
individually and 
organizationally. 
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Meet people ‘where they are’ 



Bring people together 
Around the issues 

Issue 



Discover ‘why’ and ‘how’ together 
why this is 
important 

how it will 
improve 
practice 

Discover 



Translate challenges into 
contributions 
 



Help people ‘lead in place’ 



Create new knowledge 
together 



Solve complex 
issues 
 



Cultivate the habit of 
collaboration 



45 

Behavior changes on the part of 
both leaders and stakeholders 

Contributing factors in making a 
behavior change 

How effectively we integrate new 
habits into personal practice 



Habits of Interaction 

Elements of Interaction 

Depth of Interaction 

Coalescing 
Around Issues 

Ensuring 
Relevant 

Participation 

Doing the 
Work Together 

Adaptive Technical Operational 

Networking Collaborating Transforming Informing 

Coalescing Around 
Issues 

Ensuring Relevant 
Participation 

Doing the Work 
Together 

Habits of Interaction 



Coalescing Around Issues Rubric 
Coalescing Around Issues Rubric

Depth of Interaction

Coalescing Around 
Issues

Informing Level
(Sharing/Sending)

Networking Level
(Exchanging)

Collaborating Level
(Engaging)

Transforming Level
(Committing to Consensus)

Acknowledging and 
valuing diversity.

A core group of inter-
ested stakeholders dis-
seminates information 
to potentially interested 
stakeholders, across 
roles, to inform them 
about issues and invite 
them into the discussion.

Stakeholders from diverse roles ex-
change ideas and resources with one 

vocabulary is at beginning stages. 

focus on roles not yet involved 
continues.

Diverse stakeholders 
engage in dialogue about 

-
knowledged and explored. 
A common vocabulary 
begins to emerge.

Diverse stakeholders with 
diverse perspectives are 
engaged through multiple 
ways in active collaborative 
dialogue about issues in 
order to reach consensus 
about priorities and future 
research, policy and practice 
opportunities.

Researching 
and agreeing on                  
relevant data.

Personal and profession-
al experiences (anec-
dotal) are the primary 
source of evidence for 
consideration.

Stakeholders consider what other 
data beyond personal stories could 
be a source of evidence and be-
gin collecting relevant data and 
resources.

Stakeholders identify 
relevant data from across 
disciplines and examine 
for common themes for 
understanding (collective 
analysis).

Through consensus, 
stakeholders agree on the 
anecdotal and research data 
from various perspectives 
and sources relevant to the 
issue.

Decision making 
through consensus. issue of importance.

Stakeholders contribute to the 
discussion, bringing in other 
perspectives. 

Stakeholders contribute 
to and create a shared vo-
cabulary. They reach across 
systems to review, critique 

the issue to be addressed.

Through consensus, stake-
holders determine the spe-

the group will move forward 

Coalescing to move 
to future work 
together.

Core group intentionally 
shares with others, who 
are not already stake-
holders, the reason for 
caring about this issue, 
meeting one-on-one 
with targeted persons, 
organizations, etc.

Stakeholders are intentional about 
inviting new members into the group 
work and being purposeful in getting 
the people in the same room to work 
together.

Stakeholders develop 
grounding documents (mis-
sion, vision, guiding prin-
ciples and ground rules). 
Stakeholders develop and 
agree on a process of con-
tinued communication that 

Through consensus, stake-
holders develop a set of 

Relationships are built for 
strategic advantage. 



Coalescing Around Issues Rubric 
Coalescing Around Issues Rubric

Depth of Interaction

Coalescing Around 
Issues

Informing Level
(Sharing/Sending)

Networking Level
(Exchanging)

Collaborating Level
(Engaging)

Transforming Level
(Committing to Consensus)

Acknowledging and 
valuing diversity.

A core group of inter-
ested stakeholders dis-
seminates information 
to potentially interested 
stakeholders, across 
roles, to inform them 
about issues and invite 
them into the discussion.

Stakeholders from diverse roles ex-
change ideas and resources with one 

vocabulary is at beginning stages. 

focus on roles not yet involved 
continues.

Diverse stakeholders 
engage in dialogue about 

-
knowledged and explored. 
A common vocabulary 
begins to emerge.

Diverse stakeholders with 
diverse perspectives are 
engaged through multiple 
ways in active collaborative 
dialogue about issues in 
order to reach consensus 
about priorities and future 
research, policy and practice 
opportunities.

Researching 
and agreeing on                  
relevant data.

Personal and profession-
al experiences (anec-
dotal) are the primary 
source of evidence for 
consideration.

Stakeholders consider what other 
data beyond personal stories could 
be a source of evidence and be-
gin collecting relevant data and 
resources.

Stakeholders identify 
relevant data from across 
disciplines and examine 
for common themes for 
understanding (collective 
analysis).

Through consensus, 
stakeholders agree on the 
anecdotal and research data 
from various perspectives 
and sources relevant to the 
issue.

Decision making 
through consensus. issue of importance.

Stakeholders contribute to the 
discussion, bringing in other 
perspectives. 

Stakeholders contribute 
to and create a shared vo-
cabulary. They reach across 
systems to review, critique 

the issue to be addressed.

Through consensus, stake-
holders determine the spe-

the group will move forward 

Coalescing to move 
to future work 
together.

Core group intentionally 
shares with others, who 
are not already stake-
holders, the reason for 
caring about this issue, 
meeting one-on-one 
with targeted persons, 
organizations, etc.

Stakeholders are intentional about 
inviting new members into the group 
work and being purposeful in getting 
the people in the same room to work 
together.

Stakeholders develop 
grounding documents (mis-
sion, vision, guiding prin-
ciples and ground rules). 
Stakeholders develop and 
agree on a process of con-
tinued communication that 

Through consensus, stake-
holders develop a set of 

Relationships are built for 
strategic advantage. 



Coalescing Around Issues Rubric 
Coalescing Around Issues Rubric

Depth of Interaction

Coalescing Around 
Issues

Informing Level
(Sharing/Sending)

Networking Level
(Exchanging)

Collaborating Level
(Engaging)

Transforming Level
(Committing to Consensus)

Acknowledging and 
valuing diversity.

A core group of inter-
ested stakeholders dis-
seminates information 
to potentially interested 
stakeholders, across 
roles, to inform them 
about issues and invite 
them into the discussion.

Stakeholders from diverse roles ex-
change ideas and resources with one 

vocabulary is at beginning stages. 

focus on roles not yet involved 
continues.

Diverse stakeholders 
engage in dialogue about 

-
knowledged and explored. 
A common vocabulary 
begins to emerge.

Diverse stakeholders with 
diverse perspectives are 
engaged through multiple 
ways in active collaborative 
dialogue about issues in 
order to reach consensus 
about priorities and future 
research, policy and practice 
opportunities.

Researching 
and agreeing on                  
relevant data.

Personal and profession-
al experiences (anec-
dotal) are the primary 
source of evidence for 
consideration.

Stakeholders consider what other 
data beyond personal stories could 
be a source of evidence and be-
gin collecting relevant data and 
resources.

Stakeholders identify 
relevant data from across 
disciplines and examine 
for common themes for 
understanding (collective 
analysis).

Through consensus, 
stakeholders agree on the 
anecdotal and research data 
from various perspectives 
and sources relevant to the 
issue.

Decision making 
through consensus. issue of importance.

Stakeholders contribute to the 
discussion, bringing in other 
perspectives. 

Stakeholders contribute 
to and create a shared vo-
cabulary. They reach across 
systems to review, critique 

the issue to be addressed.

Through consensus, stake-
holders determine the spe-

the group will move forward 

Coalescing to move 
to future work 
together.

Core group intentionally 
shares with others, who 
are not already stake-
holders, the reason for 
caring about this issue, 
meeting one-on-one 
with targeted persons, 
organizations, etc.

Stakeholders are intentional about 
inviting new members into the group 
work and being purposeful in getting 
the people in the same room to work 
together.

Stakeholders develop 
grounding documents (mis-
sion, vision, guiding prin-
ciples and ground rules). 
Stakeholders develop and 
agree on a process of con-
tinued communication that 

Through consensus, stake-
holders develop a set of 

Relationships are built for 
strategic advantage. 

100% 

70% 

90% 

30% 

90% 

10% 

10% 



Coalescing Around Issues Rubric 
Coalescing Around Issues Rubric

Depth of Interaction

Coalescing Around 
Issues

Informing Level
(Sharing/Sending)

Networking Level
(Exchanging)

Collaborating Level
(Engaging)

Transforming Level
(Committing to Consensus)

Acknowledging and 
valuing diversity.

A core group of inter-
ested stakeholders dis-
seminates information 
to potentially interested 
stakeholders, across 
roles, to inform them 
about issues and invite 
them into the discussion.

Stakeholders from diverse roles ex-
change ideas and resources with one 

vocabulary is at beginning stages. 

focus on roles not yet involved 
continues.

Diverse stakeholders 
engage in dialogue about 

-
knowledged and explored. 
A common vocabulary 
begins to emerge.

Diverse stakeholders with 
diverse perspectives are 
engaged through multiple 
ways in active collaborative 
dialogue about issues in 
order to reach consensus 
about priorities and future 
research, policy and practice 
opportunities.

Researching 
and agreeing on                  
relevant data.

Personal and profession-
al experiences (anec-
dotal) are the primary 
source of evidence for 
consideration.

Stakeholders consider what other 
data beyond personal stories could 
be a source of evidence and be-
gin collecting relevant data and 
resources.

Stakeholders identify 
relevant data from across 
disciplines and examine 
for common themes for 
understanding (collective 
analysis).

Through consensus, 
stakeholders agree on the 
anecdotal and research data 
from various perspectives 
and sources relevant to the 
issue.

Decision making 
through consensus. issue of importance.

Stakeholders contribute to the 
discussion, bringing in other 
perspectives. 

Stakeholders contribute 
to and create a shared vo-
cabulary. They reach across 
systems to review, critique 

the issue to be addressed.

Through consensus, stake-
holders determine the spe-

the group will move forward 

Coalescing to move 
to future work 
together.

Core group intentionally 
shares with others, who 
are not already stake-
holders, the reason for 
caring about this issue, 
meeting one-on-one 
with targeted persons, 
organizations, etc.

Stakeholders are intentional about 
inviting new members into the group 
work and being purposeful in getting 
the people in the same room to work 
together.

Stakeholders develop 
grounding documents (mis-
sion, vision, guiding prin-
ciples and ground rules). 
Stakeholders develop and 
agree on a process of con-
tinued communication that 

Through consensus, stake-
holders develop a set of 

Relationships are built for 
strategic advantage. 



Coalescing Around Issues Rubric 
Coalescing Around Issues Rubric

Depth of Interaction

Coalescing Around 
Issues

Informing Level
(Sharing/Sending)

Networking Level
(Exchanging)

Collaborating Level
(Engaging)

Transforming Level
(Committing to Consensus)

Acknowledging and 
valuing diversity.

A core group of inter-
ested stakeholders dis-
seminates information 
to potentially interested 
stakeholders, across 
roles, to inform them 
about issues and invite 
them into the discussion.

Stakeholders from diverse roles ex-
change ideas and resources with one 

vocabulary is at beginning stages. 

focus on roles not yet involved 
continues.

Diverse stakeholders 
engage in dialogue about 

-
knowledged and explored. 
A common vocabulary 
begins to emerge.

Diverse stakeholders with 
diverse perspectives are 
engaged through multiple 
ways in active collaborative 
dialogue about issues in 
order to reach consensus 
about priorities and future 
research, policy and practice 
opportunities.

Researching 
and agreeing on                  
relevant data.

Personal and profession-
al experiences (anec-
dotal) are the primary 
source of evidence for 
consideration.

Stakeholders consider what other 
data beyond personal stories could 
be a source of evidence and be-
gin collecting relevant data and 
resources.

Stakeholders identify 
relevant data from across 
disciplines and examine 
for common themes for 
understanding (collective 
analysis).

Through consensus, 
stakeholders agree on the 
anecdotal and research data 
from various perspectives 
and sources relevant to the 
issue.

Decision making 
through consensus. issue of importance.

Stakeholders contribute to the 
discussion, bringing in other 
perspectives. 

Stakeholders contribute 
to and create a shared vo-
cabulary. They reach across 
systems to review, critique 

the issue to be addressed.

Through consensus, stake-
holders determine the spe-

the group will move forward 

Coalescing to move 
to future work 
together.

Core group intentionally 
shares with others, who 
are not already stake-
holders, the reason for 
caring about this issue, 
meeting one-on-one 
with targeted persons, 
organizations, etc.

Stakeholders are intentional about 
inviting new members into the group 
work and being purposeful in getting 
the people in the same room to work 
together.

Stakeholders develop 
grounding documents (mis-
sion, vision, guiding prin-
ciples and ground rules). 
Stakeholders develop and 
agree on a process of con-
tinued communication that 

Through consensus, stake-
holders develop a set of 

Relationships are built for 
strategic advantage. 

100% 

70% 

90% 

30% 

90% 

10% 

10% 

70% 30% 

60% 40% 

90% 10% 

100% 



Coalescing Around Issues Rubric 
Coalescing Around Issues Rubric

Depth of Interaction

Coalescing Around 
Issues

Informing Level
(Sharing/Sending)

Networking Level
(Exchanging)

Collaborating Level
(Engaging)

Transforming Level
(Committing to Consensus)

Acknowledging and 
valuing diversity.

A core group of inter-
ested stakeholders dis-
seminates information 
to potentially interested 
stakeholders, across 
roles, to inform them 
about issues and invite 
them into the discussion.

Stakeholders from diverse roles ex-
change ideas and resources with one 

vocabulary is at beginning stages. 

focus on roles not yet involved 
continues.

Diverse stakeholders 
engage in dialogue about 

-
knowledged and explored. 
A common vocabulary 
begins to emerge.

Diverse stakeholders with 
diverse perspectives are 
engaged through multiple 
ways in active collaborative 
dialogue about issues in 
order to reach consensus 
about priorities and future 
research, policy and practice 
opportunities.

Researching 
and agreeing on                  
relevant data.

Personal and profession-
al experiences (anec-
dotal) are the primary 
source of evidence for 
consideration.

Stakeholders consider what other 
data beyond personal stories could 
be a source of evidence and be-
gin collecting relevant data and 
resources.

Stakeholders identify 
relevant data from across 
disciplines and examine 
for common themes for 
understanding (collective 
analysis).

Through consensus, 
stakeholders agree on the 
anecdotal and research data 
from various perspectives 
and sources relevant to the 
issue.

Decision making 
through consensus. issue of importance.

Stakeholders contribute to the 
discussion, bringing in other 
perspectives. 

Stakeholders contribute 
to and create a shared vo-
cabulary. They reach across 
systems to review, critique 

the issue to be addressed.

Through consensus, stake-
holders determine the spe-

the group will move forward 

Coalescing to move 
to future work 
together.

Core group intentionally 
shares with others, who 
are not already stake-
holders, the reason for 
caring about this issue, 
meeting one-on-one 
with targeted persons, 
organizations, etc.

Stakeholders are intentional about 
inviting new members into the group 
work and being purposeful in getting 
the people in the same room to work 
together.

Stakeholders develop 
grounding documents (mis-
sion, vision, guiding prin-
ciples and ground rules). 
Stakeholders develop and 
agree on a process of con-
tinued communication that 

Through consensus, stake-
holders develop a set of 

Relationships are built for 
strategic advantage. 



Coalescing Around Issues Rubric 
Coalescing Around Issues Rubric

Depth of Interaction

Coalescing Around 
Issues

Informing Level
(Sharing/Sending)

Networking Level
(Exchanging)

Collaborating Level
(Engaging)

Transforming Level
(Committing to Consensus)

Acknowledging and 
valuing diversity.

A core group of inter-
ested stakeholders dis-
seminates information 
to potentially interested 
stakeholders, across 
roles, to inform them 
about issues and invite 
them into the discussion.

Stakeholders from diverse roles ex-
change ideas and resources with one 

vocabulary is at beginning stages. 

focus on roles not yet involved 
continues.

Diverse stakeholders 
engage in dialogue about 

-
knowledged and explored. 
A common vocabulary 
begins to emerge.

Diverse stakeholders with 
diverse perspectives are 
engaged through multiple 
ways in active collaborative 
dialogue about issues in 
order to reach consensus 
about priorities and future 
research, policy and practice 
opportunities.

Researching 
and agreeing on                  
relevant data.

Personal and profession-
al experiences (anec-
dotal) are the primary 
source of evidence for 
consideration.

Stakeholders consider what other 
data beyond personal stories could 
be a source of evidence and be-
gin collecting relevant data and 
resources.

Stakeholders identify 
relevant data from across 
disciplines and examine 
for common themes for 
understanding (collective 
analysis).

Through consensus, 
stakeholders agree on the 
anecdotal and research data 
from various perspectives 
and sources relevant to the 
issue.

Decision making 
through consensus. issue of importance.

Stakeholders contribute to the 
discussion, bringing in other 
perspectives. 

Stakeholders contribute 
to and create a shared vo-
cabulary. They reach across 
systems to review, critique 

the issue to be addressed.

Through consensus, stake-
holders determine the spe-

the group will move forward 

Coalescing to move 
to future work 
together.

Core group intentionally 
shares with others, who 
are not already stake-
holders, the reason for 
caring about this issue, 
meeting one-on-one 
with targeted persons, 
organizations, etc.

Stakeholders are intentional about 
inviting new members into the group 
work and being purposeful in getting 
the people in the same room to work 
together.

Stakeholders develop 
grounding documents (mis-
sion, vision, guiding prin-
ciples and ground rules). 
Stakeholders develop and 
agree on a process of con-
tinued communication that 

Through consensus, stake-
holders develop a set of 

Relationships are built for 
strategic advantage. 

100% 

70% 

90% 

30% 

90% 

10% 

10% 

70% 30% 

60% 40% 

90% 10% 

100% 

70% 10% 

100% 

20% 80% 

100% 

20% 



Habits of Interaction 

Elements of Interaction 

Depth of Interaction 

Coalescing 
Around Issues 

Ensuring 
Relevant 

Participation 

Doing the 
Work Together 

Adaptive Technical Operational 

Networking Collaborating Transforming Informing 

Adaptive Technical Operational 

Elements of Interaction 





Habits of Interaction 

Elements of Interaction 

Depth of Interaction 

Coalescing 
Around Issues 

Ensuring 
Relevant 

Participation 

Doing the 
Work Together 

Adaptive Technical Operational 

Networking Collaborating Transforming Informing 

Adaptive Technical Operational 

Elements of Interaction 



Informing Networking Collaborating 

Depth of Interaction 

Transforming 

Habits of Interaction 

Elements of Interaction 

Depth of Interaction 

Coalescing 
Around Issues 

Ensuring 
Relevant 

Participation 

Doing the 
Work Together 

Adaptive Technical Operational 

Networking Collaborating Transforming Informing 





Bringing it All Together… 
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Leading by Convening  
My Contact Information •  FREE pdf version of LbC 

workbook is available online 
▫  Ideapartnership.org 

•  You may also order the 
workbook with a CD version of 
the workbook for printing 
▫  Also by contacting the IDEA 

Partnership 

April Lee 
Wayne County Schools 
912-427-6156 ext 227 
alee@wayne.k12.ga.us 
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