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Leading by Convening: 
The Human Side of Change

• Developed with 50 national organizations over 16 
years

• Completely stakeholder developed

• Tools to: 

– Building allies

– Meet people (and systems) ‘where they are’

– Help them ‘lead in place’

– Change ‘habits’ of interaction
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Technical

• Experts

• Evidence based practices

• Checklists

• Manuals

• Tools

• Protocols

Adaptive

• Influencers and connectors

• Principles

• Communication

• Understanding

• Agreement

• Willingness to make personal 
change

Challenges



The Leadership Challenge

• Knowing when a persistent problem needs an adaptive 
(relationship) solution

• Learning that technical solutions are necessary but often not 
sufficient

• Building adaptive skills as a part of strategy



Grounding Assumption about Leadership
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• Leaders cannot really lead on an issue of importance 
if the stakeholders do not decide to support and 
make the change.

• Stakeholders cannot really get their needs met on an 
issue of importance if they do not work with those 
who have the authority to make change.

• Leaders and stakeholders need each to create 
sustainable change!



Grounding Assumptions on  

Stakeholder Engagement
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Assumptions about a new practice
based on past experience

New

Practice
Questions Response

What are your grounding assumptions?

https://ncsi-library.wested.org/resources/210


Making the Change: Reflecting on Practice

Stakeholder 
Management

Stakeholder 
Engagement
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Are You Managing or Engaging Your 

Stakeholders?

An infographic available at: 

NCSI Resource Library

508 accessible

Management and Engagement

https://ncsi-library.wested.org/resources/203


How can we 

deepen

our connections?

What shared work 

could unite us?

What work is 

already 

underway?

Who cares about this 

issue 

and why?

Four Simple Questions 

http://www.ideapartnership.org/documents/Leading By Convening/Coalescing Around Issues/FourSimpleQuestions.pdf


One Way and Two Way Learning

http://www.ideapartnership.org/documents/Leading By Convening/Doing Work Together/One-wayAndTwo-wayLearning.pdf


Formal Learning

Informal Learning

WithFrom

Plotting Learning Activities 
in Four Quadrants



Range

• Power differential

• Supporters and 
critics

• Players at different 
levels of scale

Frequency

• Episodic or ongoing

• Predictable 
interaction, sufficient 
to build relationships

• Often enough  so 
that stakeholders  
can take roles 

Role

• Fixed or shared  
leadership roles

• Everybody comes as 
a learner

Relevant Participation Has Several Faces:

Range, Frequency, and Role



Engaging Everybody

http://www.ideapartnership.org/documents/Leading By Convening/Ensuring Relevant Participation/EngageEverybody.pdf


Creating Active Engagement
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Measuring Progress: 
Qualitative Rubrics to Quantitative Comparisons
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http://www.ideapartnership.org/documents/Leading By Convening/Bringing it all Together/MeasuringProgress.pdf



