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Leading by Convening: Nest
The Human Side of Change R

« 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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Challenges

Adaptive Technical

* Influencers and connectors ) Experts :
o » Evidence based practices
 Principles Checklist
« Communication M cC :S 3
» Understanding - arllua 3
* Agreement 0015
* Protocols

 Willingness to make personal
change

R



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
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Grounding Assumption about Leadership HCS[
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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!
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Systems are
made up of
people who
form
relationships
and these
relationships
are central to
the change
process.

Grounding Assumptions on
Stakeholder Engagement

The deeper the
feelings of trust
and respect
across these
relationships
the more
willing people
are to create a
shared vision.

The stronger
the sense of
shared vision
the more
robust the
ownership for
the outcomes
of change.

The more
robust the
ownership, the
more solid the
commitment to
take risks,
break-down
barriers, and
share resources
in order to
accomplish
these changes.

The more solid
the
commitment to
the changes
the more
sustainable the
changes.

Even with deep
trust, shared
vision, robust
ownership, and
solid commitment,
sustainable
systemic change is
hard work.




What are your grounding assumptions?

Assumptions about a new practice
based on past experience

New
. Response
Practice
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https://ncsi-library.wested.org/resources/210

Making the Change: Reflecting on Practice

Stakeholder
Management

Stakeholder
Engagement
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Management and Engagement NnCcsi

national center for systemic improvement

Are You Managing or Engaging
Your Stakeholders?

The Management/Engagement Continuumnm

a e Are You Managing or Engaging Your

mepimmann |  omnes Stakeholders?

SR An infographic available at:
; oo NCSI Resource Library

*
Shared Responsibilily.

508 accessible

Al Stake halders:


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

Four Simple Questions

' Who cares about this What work is
iIssue already
\ and why? underway?

Leading by Convening

Coalescing Around Issues

Persistent problems of implementation remain challenging because they require crossing
many boundaries to ensure progress in practice. Issues are complex, interconnected and
can look different from the perspective of various implementers.

What shared work | How can we

could unite us? | deepen
S . our connections?



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

One Way and Two Way Learning

One-Way and Two-Way Learning

lq(‘.l Leading by Convening: Doing the Work Together


http://www.ideapartnership.org/documents/Leading By Convening/Doing Work Together/One-wayAndTwo-wayLearning.pdf
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Plotting Learning Activities nCS[
in Four Quadrants it

Informal Learning

From With

Formal Learning
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Relevant Participation Has Several Faces:

Range, Frequency, and Role

Range Frequency Role
» Power differential » Episodic or ongoing  Fixed or shared
- Supporters and « Predictable leadership roles
critics interaction, sufficient » Everybody comes as
- Players at different to build relationships a learner
levels of scale « Often enough so

that stakeholders
can take roles




Leading by Convening
Ensuring Relevant Participation
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Engaging Everybody

Talk toa group about engaging the full range of stakeholders and predictably you hear,
"We will have 200 peaple at every meeting.’ Thisis a real fear, but is it a real problem?

We have found that for most issues, people want to be invalved but not necessarily phys-
ically present, After a meeting or two, people sort themselvesout by the way they want
to be engaged. We have built on that understanding in creating this tool, By inte ntionally 5
asking at which level individuals want to be engaged early in your collaboration, you can #E'y Adv'ﬁo"
be inclusive within a structure,

This tool can be used after the first few conveningsor at the conclusion of the first conven-
ing, depending on the current relationship among participants, Use your best judgment to
determine haw many organizing sessions you need,

/



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

PARTNERSHIF

Operational Decisions

Key actions and behaviors that
require your attention

Coalesce the stakeholders around
theissue

Ensure relevant participation

Translate work into
ways that others participate

Communicate what is changing by
actively doing work with the
stakeholders

Demonstrate what is changing by
actively doing the work

Creating Active Engagement

Transforming Level

Informing Level Networking Level Collaborating Level
Sharing/Disseminating: Exchanging: Engaging:
One-way communication Two-way communication Working together on the issue over
time

Committing to approach issues
through engagement and
consensus building

Convener/lead agency identifies the
issue and disseminates information in
ways that encourage participation.

Aforum is usedto bring a core group
of stakeholders together with the intent
of gathering feedback to inform
decisions on the issue.

The core group expands to include a
wide array of stakeholders who unite
and take joint action onthe issue.

There is a unified and unwavering
focus onthe issue. Trust and respect
are evident, even when there are
differences of opinion. The group
processes align toward a shared goal.

Convener/lead agency identifies
stakeholder

representatives, and informs them of
opportunities to participate.

A core group of stakeholders works
with the convenerto identify/create an
infrastructure for meaningful
participation and shared learning.

The expanded group of stakeholders
recognizes and values the work of
others needed to achieve meaningful
outcomes.

Broad stakeholder networks share
ownership and influence in achieving
the outcome.

Convener/lead agency asks
stakeholder representatives to
disseminate information on the issue

A core group of stakeholders uses the
infrasfructure to exchange information
in understandable and mutually
respeciul ways.

The expanded group of stakeholders
involves their networks in bridging
knowledge and practice.

Broad stakeholder networks support
their constituents throughoutthe
practice change.

Convener/lead agency asks the
stakeholder representatives to convey
the benefit in making changes
throughout their networks.

A core group of stakeholders use the
infrasfructure to exchange information
about the changes that are occurring.

The expanded group of stakeholders
shares the stories of changes
achieved because the networks are
more engaged in bridging knowledge
and pracfice.

Broad stakeholder networks exchange
stories of practice change and
outcomes. They communicate the
changes inways the advance
acceptance and the changes are
enthusiastically embraced.

Stakeholder representatives invite
others to participate in discussions on
the changes being experienced.

A core group of stakeholders
intentionally share stories, exchange
information and suggestideas for
action.

The expanded group of stakeholders
embraces shared leadership and
participates in joint work across the
networks.

Within broad stakeholder networks,
excellent examples of practice change
are routinely observable.




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

The contents of this document
were developed under a grant
from the US Department of Edu-
cation, #H326R140006. However,
those contents do not necessarily
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