
  

>> Thank you so much. It's really great to be here. I was telling that the guy from the Bell 

Station that helped me bring all these books that you see on the tables in this morning that the 

place looks so different than when I used to come to conferences here in the '80s and '90s. But 

it's still the same group of people that really want to get together and see what we can learn 

from each other and how we can improve things for kids and families in Pennsylvania. So it's it's 

always great to be here. And for those of you, I saw a couple of people that recognized the 

name Shikellamy, so do we have anybody here that works at Shikellamy or near Shikellamy, IU 

16? Oh good, great. And you know, honestly, I work in in Alexandria Virginia, at the state office 

of the National Association of State Directors of Special Ed, so we work with all the states. But 

everything that I do with another state is based on the experience that I had here in 

Pennsylvania, because as you heard in the introduction, you know, in the smaller districts, such 

as Shikellamy, we were the biggest thing around us. But we weren't being compared to 

everybody else's standards. So you don't do just one thing. So, you know, special ed, dropout 

prevention, alternative ed. I was an elementary building principal, all at the same time. And I 

didn't actually think that was a blessing at the time, certainly not. But when I went to NASDI 

and I started working with the IDA partnership, bringing all the different perspectives together, 

surfacing the things that we cared about, and finding the things that we could do together, that 

was really the exact blend of things that actually let me take on that work. Because when you're 

working on all those kinds of programs, you have to find the commonalities. You have to find 

what's going to bring people together, and it's that experience here in Pennsylvania that 

allowed me to take on this work of the IDA partnership, which was, at the beginning, quite, you 

know, it was quite unique, quite revolutionary, really. So I'm just going to give you a little 

history of where this work that, leading by convening, that I'm going to share with you today 

came from. So, we're going to dial it back now to the '97 amendments for IDEA. Anybody in the 

room that was working in '97 when these amendments came up, right? Okay, so and you 

remember that, '97 was when we first started talking, and those of you that are new in the field 

aren't going to believe this, but in '97 it was a big deal to talk about kids with disabilities for the 

first time being in assessment systems. We weren't even talking about the accountability 

systems, just in the assessment system. So this whole idea was new. We were talking about 

placement-neutral funding. The first-time PDIS was on the agenda in '97. It's when we really 

started moving on some of the new kinds of things that we were thinking of in terms of 

transition, so it was a very different place to be in special ed in '97. And it was not the kind of 

change that you could make by just changing special educators. You really had to have general 

ed counterparts to make these kinds of changes that were envisioned in those '97 

amendments. So, Judy Heumann was the Secretary of Ed at that time, Assistant Secretary of Ed, 

and Richard Riley was the Secretary of Ed. And they went to a meeting of stakeholders. That 

law was redone in a way that no other law was done. They brought 200 stakeholder groups 

together for five meetings and they had a bill, right? So, but when Richard Riley saw those 

groups together in the room he looked at Judy Heumann and he said, "These people don't 

know each other." And in that understanding was born the IDEA partnership. So we were an 



affiliation of 50 national organizations and their state affiliates, and we worked together to find 

with the things that we cared about in common. And some of those things that really rose to 

the top, or MTSS, which you know originally was RTI, or RTII, we kind of pioneered that 

together. We pioneered the idea of special ed and Title I being able to share responsibility for 

kids that had the farthest to go academically. We worked on school-based behavioral health 

and created a community of practice that served 17 states. Pennsylvania was one of the first 

states in that community. And we created a community of practice on interagency transition 

bridging special ed and vocational rehab. And Pennsylvania was the first state in that 

community serving 12 states. So the IDEA partners, they went a long way in 16 years, from 

meetings where we were only talking about our differences, to at the end, they would not let 

that partnership end without putting down what they had learned. And I honestly, I have to tell 

you, you know, you have some books on your table, and those of you that are in the back, I'll 

make sure you get some books. The book that you have on your table is sort of our, the things 

we had to deal with over those 16 years, every one of them is a tool that was created for a 

unique situation, and we kept seeing some of those situations over and over and over again. So 

we finalized the tool that we used with different groups. But as the partnership was coming to a 

conclusion after 16 years of funding, and the new center that I now work for, the National 

Center for Systemic Improvement, was formed, the partners said, "We cannot lose what we 

learned over 16 years." And I have to tell you, I didn't want to do this, because I thought if we 

did it, it would become like a cookbook. And so, they had to push me on it. Because I just didn't 

see how this was going to go. And they were right. I was wrong. Because leading by convening 

is entirely stakeholder developed. If you take a look at the pages in the center of that book, 

you'll see over 250 people that have contributed to that over the years. And if you look hard, 

you'll see that a lot of them are from Pennsylvania. We just have Carrie Smith, Janice Gala, 

Victor Rodriguez, a number of people from Pennsylvania have been instrumental in the 

development all along the way, and the finalization of the things that I'm going to share with 

you today. So we call this leading by convening, the human side of practice change. And, you 

know, I want to share some of the, well, let me see, there you go. So, I want to share some of 

the insights that we had over those 16 years. The first one, you know, let's just do this quick so 

that we can illustrate this point. How many of you here worked for the state agency? Hands, 

state agency? Okay. How many of you worked for a local agency, local school district? How 

about an IU? Okay, so the idea here is that, you know, we represent different levels of the 

system. The state, the region, the local, and actually, many of us still work at a school level, 

right? So, there are levels of this system. And when the people in the levels of that system are 

able to share what they know from their practice, and more importantly than that, if what they 

know is valued by the people that actually can make the decisions, things change. And that's 

the premise of leading by convening. The idea that that stakeholder engagement is such an 

important piece of this work that we need to do the work with those that are in the roles that 

we are trying to change. The idea of sitting in an agency office, whether you're talking state, IU, 

or district, and thinking with the small group of people what a big group of people need to do is 

over. And that's what leading by convening is all about. Now the problem with that is that we 



weren't all trained, and we haven't all had the experiences to work in that kind of system. So 

along the way, there's a lot of things you got to work out. It's the human side of change. And 

the tools I'm going to share with you today are all about that, whether you're talking about 

positive behavioral supports, school mental health, response to intervention, MTSS, no matter 

what the content is, significant disproportionality, early childhood, these tools work because 

they are about the human side. You can use these in the context of any content that you're 

working on. And so, I hope that you find this useful, and I'm going to go over in an hour and a 

half things that we could probably do in a month. But I'm going to give you some highlights 

here, and I'm going to make an offer, and I'll make that offer to Victor, and Kerry, and anybody 

else that works at the state agency where this work is so important. I'm willing to hold 

webinars, web meetings, conference calls, you know, so we can work through some of these 

tools. We can work on taking a situation from you and thinking, what tools work if you're willing 

to let people share with you? I'll support you in any way that helps you to understand that 

whether you work at the state agency, the IU, or the local level, you can be a leader. Everybody, 

and the key principle of leading by convening is that everybody is a leader and everybody is a 

learner. Now, that sounds a little crazy sometimes when I say that, but leaders need to 

understand that some of the best information and the best connections come from the people 

that don't have titles. And sometimes it's really hard for a person that does have a title to admit 

that they need to be a learner. So this idea of really thinking about the human side of change 

allows us to explore some of those things, allows us to really think about who has to be 

involved in this as we go forward. And a critical piece of this, I've been talking about systems at 

this point, and there's a system that we really haven't, we don't really consider as a system in 

many cases. And that's our family networks. Because our family networks are systems. The 

families have created systems among themselves that people turn to other families for advice. 

They turn to other families for information. They can reach the people we need to reach in 

ways that we cannot reach them in a formal system. It's the same kind of thing with our 

national organizations. The state affiliates of our national organizations provide the place 

where people go to to get information from a trusted source. So these networks, family 

networks and professional associations and other groups really provide these tentacles out into 

the field that really, we can't get in more formal ways. So, these are the lessons of the IDEA 

partnership, and they've been adopted by the National Center for Systemic Improvement. And 

I'm certainly glad that the partners pushed me to put this down in a toolkit, because I don't 

think there's one state that's not using some tool in this in this toolkit that I'm going to show 

you today, and many districts. So, I'm going to go into it now, but again, remember that offer 

and talk to Victor, talk to Kerry, talk to Jenna, some of the people that, you know, organize 

these kind of things. And if you're interested in more work, we'll certainly make sure that that 

happens. So, I'm going to have to turn here and keep looking at this, because for some reason it 

doesn't change in front of me. So, again, you're going to have to excuse me, but I'm going to 

have to use the prompter as well, okay? So, we kind of covered this one, the idea that we about 

stakeholder engagement, but we don't often really talk about who those stakeholders are. And, 

you know, my experience in one of the states I work with was pretty unique. The people from 



the state agency kind of had this aha, like, hey, we're stakeholders. I was like, yeah you know? If 

you occupy a role where you can influence change, and you're affected by the changes that are 

made, you're a stakeholder. And that is an important piece of this kind of understanding, that 

equally, families practitioners, administrators, decision-makers are all stakeholders, and we all 

have a role to play in actually making change and helping change stick. So, let's see, did that 

move here? Okay, so for those of you that are at the table, I printed this off. For those of you 

that are in the chairs, you have this on your app. But I want you to take a look at this slide, 

because we use the word collaboration a lot, right? I mean, it kind of rolls off the tongue. We're 

going to collaborate with people. I'm collaborating with so-and-so. We're collaborating on this 

project. But we don't all have the same picture in our head when we say that. So what I want 

you to do now is take a look at this slide, okay? And think about the one that really resonates 

with you. What's the picture in your head of collaboration? Just take a minute and do that. You 

got it? Okay. So, turn to the person next to you and tell them what you thought and why, okay? 

So, let's just have a minute here to share. And then we're going to hear from some of you brave 

souls that are willing to share with us. Now, this simple activity, I would encourage you, print 

this off and try it. No matter-- just even at a school level with families, you know, in your 

administrative meetings. You're going to be surprised that what a simple tool like this uncovers, 

all right? So let's just see what happens here, all right? So, let's take a look at these slides. So, 

anybody picked this one? Okay, so, some brave soul, can you tell us what, why you will you 

chose that slide? Uh-huh? Building, yeah, building upon each other. Okay, that's great. So let's 

see, which, how about this one? Okay, go ahead, please. Yeah, right here.  

>> [INAUDIBLE]  

>> So, just so you can get it on the recording, I'm going to repeat that, okay? He said a lot of 

times that there's somebody that drives the change, and if they can get a couple of people, 

other people on board, it really, you know, can move faster. And that's some of what I referred 

to when we were talking about the parent networks, when we were talking about the 

association networks. There's a little bit of that in there. So let me ask, show of hands, do you 

see this, that slide as positive? Do you see it as positive? Show of hands. In general, people see 

it as positive. Anybody see it as negative? Okay, a couple people saw it as negative. What do 

you think, Suzanne, Jenna?  

>> [INAUDIBLE]  

>> Absolutely. So, this is a really good, a good point here, and this is why I say these simple 

things really can surface a lot of things. I was in Georgia, and I, you know, we did this activity, 

and I, up to that point, I considered this a relatively positive slide, right? A positive image. I had 

used it on PowerPoints, things like that. And they saw it as very negative. Now, what they said, 

and this kind of shows you some of the stakeholder experience, whether it's a parent, or an 

individual at the local level that does not feel like they're being respected as a potential leader, 

they said, there are silver and gold people, and that almost everything they know in terms of 

spreading things out ends up with silver and gold people. And in fact, so much so that in 

Georgia, they started using that term. Are we creating silver and gold people, right? So, you 

have the person who's the lead, which we just heard in that comment. Then you have those 



early adopters that are around them like the silver people. And then you take two steps back 

from that initiative, and the rank-and-file really has no idea what's going on. They don't know-- 

maybe they know a little bit of the vocabulary, but they really couldn't tell you about the, what 

the point of it is. They can't tell you what's connected to it. And that's the experience that 

people were relating to when they saw this slide. So it tells us something about what the 

people in the field perceive when we think we have something that is, quote, rolled out in a 

way that it should be so clear that everybody should get it. But it's in the rolling out that we 

create silver and gold people, and people notice it. So, that's one of the lessons of this. Now, let 

me take a look at this one. Anybody, how many people picked this one? This is a good one. 

Okay, not as many as I thought. Usually, I get a lot of people that pick this one. Somebody want 

to tell us why they chose it? How about you?  

>> [INAUDIBLE]  

>> So, the idea there, you're focusing on the idea of the bullseye being the common vision, and 

then the bringing people together with the arrows, right? Do you see this as a positive slide? 

Most people see it as positive, right? New Hampshire. I did this activity in New Hampshire, and 

somebody in the audience says, and there are a lot of heads resonating on this one, they're all 

in their own lane. That those people would have to take so many steps forward to even hold 

hands. So, you know, there's something here to be learned about what people know about the 

way that we go about creating these initiatives, the way that we go about bringing people 

together, and there is a lot to be learned by bringing people from all levels of that scale into this 

work with us. Let's do a couple more. This one. Anybody do that one? Please, want to share 

with us?  

>> [INAUDIBLE]  

>> Yeah, it's great. You have to have all the pieces to really see it, connections being made. Do 

you see this as a positive slide? Almost everybody sees this one has a positive slide, and to me 

that is really a good sign, the idea that people know that even when you think it's done, it's not 

done. There's always more to do. There's always somebody else to bring in, that it is a good 

piece of the work is there, and adding things to it can make it even better. It makes it more 

complete. So, that one is great. This one really surprised me. All right, anybody picked this one? 

I Okay, you want to tell us why you picked this one?  

>> [INAUDIBLE]  

>> That's how I saw it too. How many other people chose that one? Anybody pick that one? 

Usually get a lot of people picking that one. We do have some other people picking that one. 

So, that's kind of what I thought, that it's, everybody's bringing a piece of the work, and then 

you know, when it's together, it looks like it's going forward, you know? It kind of shows 

contribution. That's what I thought. Now, this tells you a lot about people's experience, okay? 

New York. People being, puppets being carried by an agenda, okay? Now, you know, you can 

see here that it's not about the, it's not about disagreement on the content. It's about the 

human side, the way people feel about being in this work, okay? So, these are the things that 

really came out. I just want to go over a couple more here. This one I like, because somebody 

said one time they really picked this one because sometimes you're on top, and sometimes 



somebody's climbing over you to get it done, right? And you just got to accept that sometimes 

you're the one on top, you're the one doing it, and sometimes you're just there for somebody 

else to do it, right? I thought that was a really good one. This one, now, I have also used this 

one a lot on PowerPoints and other kinds of things, and I always use it to convey this "human 

side." So, the gears are people, right? And I saw it as positive. But in time after time, people said 

they saw this as the messages that one person can really stop the works, that they can really, 

you know, close up the gears. So again, it speaks to that human side of the work. This one's 

pretty clear, the idea of building on each other, and, you know, this kind of white bread. 

Nobody has a big opinion one way or the other. This is a real safe one, right? So, you see here 

that, you know, a simple tool like this, these images of collaboration, if you really hold that 

conversation, just put it on the table and ask people to do just as I did here, you will find out a 

lot about people's experiences. And, you know, we're talking here about the human side of 

change, what we call adaptive leadership. And an adaptive leader pays attention to that stuff. 

They listen for the cues, the sensitivities that people have toward the work they need them to 

do. Because, you know, it's wonderful to have early adopters. It's wonderful to have that, those 

people in your building that can't wait to get into this, they really, you know, they're so anxious 

to get into the work with you. But we also know that there are a lot of people in the building 

that are resistors. They hang back, and things don't get truly implemented unless we get the 

resistors too. I mean, there are kids that are going to be served by the resistors. So, it's 

important that we don't forget about the people that resist. And working on the human side, 

paying attention to what their past experience might have been, really helps us to understand 

how you can move a resistor. You know, we had an individual when we first started working on 

leading by convening that, you know, was considered kind of a resistor by a lot of people. And 

every time we'd have a meeting they'd say, well, you know, are you inviting so-and-so? And I'd 

say, yeah, we're inviting so-and-so. They're like, you know, what? You know, you know what 

that's going to be. I was like, yeah, we know what that's going to be, but we have to understand 

how other people think about this. It's not a meeting of the people who agree. It's a meeting of 

all the people who serve, right? And so that's the way that we try to think of it. You know, my 

lesson there comes from my days at Shikellamy, when I was in, you know, you heard in the 

introduction that I was in charge of dropout prevention. So we had a dropout prevention grant, 

we had a great guy in the grant but he was dually certified. And so he ended up being taken off 

that grant and put into a classroom, because we needed somebody that was certified in that 

area. So I inherited a lot of the people that didn't have a full schedule at the high school. Now, 

you know who doesn't have a full schedule? You know, kids, the people that really have had 

some, you know, some issues. So we got together in the beginning, and, you know, we sort of 

had a little, I figured I'm going to have to have a meeting of the mind here, Now, luckily, we 

were all hired about the same time, so we knew each other as people. We didn't have a lot in 

common as teachers, but we knew each other as people. And I said to him, I know that you 

don't want to-- that you really don't think these kids should be here. And they stopped me 

immediately, and they said, what, why do you say that? You know? You know, you have an 

attitude about that already. And I said, well you know, come on, look at the history here. And 



they're like, well, you know, we just have some ideas about the way this ought to go, and, you 

know, it isn't always heard by administration. I said, okay, so let's decide what it is that we're 

going to do here. And we sent out a set of things that, the way that we were going to be 

together, essentially. And I can't say that it was probably their favorite year of teaching, but I 

know that they had a different experience with kids that year than they had in many of the 

other years. And some of them really, really learned to appreciate some of the kids that had 

difficulty, and some of them that had difficulty with them. So, you know, I'm not saying it 

changed their entire teaching career, but I'm saying that what I imagined that year to be, and 

what it was, were entirely different because they were heard in terms of what we were going to 

do about kind of getting through this year with different perspectives on what ought to happen. 

I've carried that lesson through a lot of things, and when I say that everything that we've done 

in the IDEA partnership is formed by that, I worked at Shikellamy for 27 years before I went to 

Washington. So, and I still live in that district. So I'm still in contact with a lot of people that 

when they think that I'm a little bit out there in terms of what I think is accomplishable, they 

make sure they tell me what it's really still like, and talk me through it. So, I credit this 

experience in Pennsylvania for allowing me to stay grounded in this work. So, you know, all of 

this to say that one of the things we try to say through NASDI, and we're trying to really reach 

out to state education agencies and help them think about leading in a different way. Now, 

that's a risk, because it's high-profile, its political, but somebody has to step forward and make 

some of these changes. So, we're encouraging state agencies to really, along with this, the idea 

of technical leadership, all the evidence-based practices, really helping people understand the 

content of what we're doing. We put an equal emphasis on this adaptive leadership, what it's 

like to help people through change, to recognize that the safety and security needs that people 

have when making a change. So, one of the things we like to say is really on this slide, that, you 

know, that stakeholders are the system leaders, state agencies. They cannot get their needs 

met if the stakeholders decide they're not going with them. I mean, ultimately, each individual 

decides if they're going to do it or not. What I like to say is that we're looking for people to 

make the change when nobody's looking, because it's a personal practice change. Not because 

you think you're going to get a fidelity check that day, but because you believe it's the right 

thing to do. Now, that is a different kind of change, and you've got to go at it at a different way. 

So, this idea that for an agency to understand, you cannot get where you want to go if the 

stakeholders do not decide to go with you. And that's the teachers, the administrators, and the 

parents, right? So, on the other side of that we try to say to stakeholders, and we do a lot of 

work with the parent centers, because the stakeholders cannot get their needs met in a 

sustainable way. They may get their needs met in a short period of time, but in a sustainable 

way, it takes the ability of the state agency to put things into an institutionalized kind of 

practice, to put things out there so that it's not an individual choice for a school district to 

either do this or not do that, that at some level there's an agreement that they need to behave 

in certain kinds of ways. So, stakeholders really can't get their needs met if the state agency 

doesn't go along with them. And so this idea that we have to create this ally relationship, that 

we have to see stakeholders as allies, and that the stakeholders have to see the state agency as 



its ally, is the only way to get to the kind of change that we envision. And that's what these 

tools are allowing you to do. Now, one of the things that I wanted you to do, I printed this off 

because I thought that maybe it would be difficult to read. Let me check. Can you see this in the 

back? Can you see in the back? Okay, so then we can do this. It's a quick activity, but I want you 

to read across here, okay? And I want you to see at what point do you stop agreeing with these 

assumptions about this idea of engagement, or do you agree all the way to the end? So let's 

see. So, we're going to start here. Systems are made up of people who form relationships, and 

these relationships are central to change. So, now if you don't agree with that, you're probably 

not going to agree with anything beyond that. But let's see a show of hands. Do you believe 

that? Okay, across the board. So, let's keep going. The deeper the feeling of trust and respect 

across these relationships, the more willing people will be to create a shared vision. Okay? 

Okay, people are still agreeing. The stronger the sense of a shared vision, the more robust the 

ownership for the outcomes of change. Everybody feels like they had a part in making the 

change. Okay, we're starting to fall off a little bit now. People are, no, not as many people are 

okay on this one as they were on the other, so let's hold that idea. So, there's, I don't know 

what it is about this. Is it the idea of creating the shared vision, or that you know, we don't 

believe that the vision, that this shared vision actually will produce outcomes? Anybody want to 

weigh in on that, tell us what you're thinking? Yeah, please.  

>> [INAUDIBLE]  

>> Okay, yeah, so it's not-- yeah, yeah, yeah. Yeah, so that's a really good point, that it's not like 

everybody has to have the same vision at the same time. They come to that vision, they may 

come to that vision at different times. It's not like-- and they may have different visions that you 

have to spend some time integrating. But this idea that you kind of bring people together 

around a central issue, let them define it in the vocabulary, in the way, with the connections 

that are important to them, but what's the underlying piece that we can do together? That's a 

really good clarification. So, let's move on to this next one. So, and this is where, this is probably 

the hardest thing to get across as we're working with state agencies and local school districts, 

that the more robust this ownership, that people feel like they own it, the more willing they are 

to take risks, to break down barriers, and to share resources in order to accomplish it. So, in 

other words, if I really feel that I own this, right, that I will take a risk on something, and I 

probably-- one of the best experiences, and I don't know, some of you might have been 

involved in this-- yeah, I think there were some people involved in this. In 2002, I told you 

Pennsylvania was our first community of practice around transition. And actually, we have a 

book on our website called "Building Communities of Practice." And there's a story in there 

about Pennsylvania, because Pennsylvania education and VR shared money in a way that really 

had not been done before, and it was right at this very point they felt that this joint sharing of 

these issues, and the outcomes of these issues, and the importance of those issues to the 

shared individuals that they served, allowed them to share not only money, but to share some 

of the work. So, VR, actually, and some of you may have been around in those days, VR actually 

did demonstration grants to 21 Pennsylvania school districts around VR outcomes. It was VR 

money that paid for that. Now, that is a really good example of this issue. And the idea, you 



move one more, that when you get to that point, when you get to that point that you have this 

solid commitment that you're willing to actually share leadership, share resources, that's where 

you get your sustainability. Because we can get to implementation at a certain level by funding 

it, by training on it, but if people don't own it, and if they're not committed to it, it becomes just 

what you hear from people in the field. This too will pass. Their experience is that it's going to 

go away. And what we're suggesting is that if we don't work on the human side of this, of these 

changes, that we're going to repeat that pattern over and over again, because people are not 

getting to this level. They're not getting to this level where they have had this experience of a 

deep commitment of being heard, of contributing, and of owning this, owning that change. So, 

look at this last one, because this is probably the most fascinating of all, because this one says 

even with deep trust, shared vision, robust ownership, and solid commitment, sustainable 

change is hard work. Because the next time the funding changes and everybody's jobs get 

disrupted, that commitment shakes. Every time a new law is passed and there's different kinds 

of things that people have to do, that commitment shakes. But does that commitment break, or 

do people feel such attachment to this work that they find a way to keep it going? You know, a 

good example, I'm going to go to Pennsylvania again. We started that community of practice in 

2002. It's still going. Your transition conference is called a community of practice, right? The 

idea that the work can come up, the ideas can come up from the field, you can start to talk to 

people about it. The decision makers can understand what issues from the perspective of 

families and practitioners, and together you can craft new ideas about what you should be 

doing together. That's a community of practice. That is leading by convening. Now, the IDEA 

partnership was unable to, you know, we were consolidated into the National Center for 

Systemic Improvement, and we were unable to fund the communities of practice anymore. 

That community of practice still goes on today. The states took it over. You know, the monthly 

calls are led by the states, the annual meeting is led by the states, there is the shared 

commitment to make that work. I'm not there to facilitate it. I'm not there to fund it. It keeps 

going on because the relationships have created that. So, we have a ton of things here to go, 

and I want to get to some of these other tools, because they're all on the app, but we need to 

at least walk through some of these. So, this one is really important, because, you know, well, if 

you're trying to create this ally relationship, you run into predictably the same kind of 

situations, and let's just walk through it. You know, you're always in a situation, and this is 

whether you're at the state level, the IU, the school district, or a school building. You run into 

somebody that actually realizes that you need to change, and then there's somebody that 

thinks they're already doing it, right? So, you know, so, this is the predictable situation. But 

even if you get somebody that knows they need to change, ah. These aren't skills that a lot of 

people naturally have. And so, there's a couple ways it usually happens. They try to make the 

change, or they don't know how to make the change, so they just keep doing what they're 

doing. And at meetings like this, they'll get together at a table, and they find other people that 

know that that change has to be made. But people don't know how to take that first step. So, 

listen to your, listen at your lunches and in your conferences, in your sessions today, and see 

the things that people are shaking their head about. These are the things that practitioners 



know need to change, and if we can bring them up in a system where all up and down that, all 

up and down that system we're connected, we can create the kind of work that we're 

envisioning here. Let's take a look at the person who does need to change, because this is 

where these adaptive leadership skills come in. So, they try to make the change, and they do it 

in a couple ways. They involve a lot more people, okay? So, they get a lot of people in, you got a 

great participant list, you know? It looks like everybody, all the right parties are there. But 

they're really not asking them to do anything. They're just talking to them about stuff. So, you 

know that's not a path to deep change. The other thing we see is that they get a few 

stakeholders, and they involve them in new ways, and that's going back to those gold and silver 

people. A couple people that are doing deep work is not going to create the change you need. 

We need a lot of people doing deep work. And they, and so that last way is the way that we're 

talking about, the idea of really helping people to be adaptive leaders. So one of the things that 

is really a core principle of this is this idea, and a question you have to ask yourself. Are you 

managing or engaging your stakeholders? And if you're a stakeholder, do you feel managed or 

engaged, okay? So, what defines management and engagement? So, I'm going to show you 

this, then I'm going to ask Jenna if she could maybe want to come up here and tell us a little bit 

about this chair? Or you could do it from there, whatever you want to do. But this is a concept 

that we've been trying to really get people to understand. It's a critical understanding, because 

if you can't differentiate managing people from engaging people, your behavior's not going to 

change. So, that awareness is critical, okay? And so what we did was to model this idea that you 

don't have-- it's not about telling people the difference, it's about asking people what the 

difference is, right? And so at the NASDI meeting, state directors of special ed, we had the first 

meeting with the Local Directors of Special Ed Association. We had about 850 people in the 

audience for this keynote. And we said to them, here's this infographic, and didn't look 

anything like this. It was kind of a dichotomy. It was one is this, the other is this. And we said, 

you know, we'd like to do this. If you want to be a part of defining this, just come to the back of 

the room and sign up. And Jenna was one of the leaders of that work, along with a parent 

representative from Georgia, and a parent representative from Long Island. They led this work. 

And over four phone calls, people that did not know each other from around the country, and 

I'll just tell you, one of them was a leadership program at a university. They made it a 

requirement for their leadership students. Another one was a charter school in Utah. Others 

were local directors of special ed, parents, we had a couple state directors of special ed, and 

over four phone calls, we defined this. So Jenny, you want to just talk a little bit about that 

experience? I'm sorry, probably, I probably took the thunder. Go ahead. Oh, okay. Here, yeah. 

Oh, here, Jenny.  

>> Spontaneous.  

>> Yeah.  

>>It is exactly as Joanne presented, we're at this large meeting, there is about 900 people in the 

room. She put the charge out. It was amazing to watch people blindly sign up. Afterwards, she 

had a sign up. There were lines of people signing up because obviously there was a need to deal 

with stakeholder, not only management, but engagement. And we did get on a phone call. It 



was the first 15 minutes of who are you, this is who I am, just by names, and try to rapidly write 

down this list of names. And we started the process. And what we looked at was engaging 

stakeholders to find out what the differences were in managing and engaging stakeholders, and 

at first the whole group moved all the way over to engagement of stakeholders. And then we 

realized there are times that you have to manage stakeholders, and it wasn't wrong, and it 

wasn't inappropriate to do that. But what had happened was in many instances in many states, 

that was the only thing that they relied on, was the management of the stakeholders. There 

was no actual deep engagement, really moving people from informing and networking and 

collaborating, to transforming and really being part of the process. So it was an unbelievable 

journey that resulted in multiple definitions of what we thought engagement management was, 

and ultimately this document, which has really taken hold across the country, many states have 

just adopted this as part of their day to day type of interactions at the state level, and then 

have moved it down into the local level. So, great opportunity.  

>> Yeah, thank you, Jenna. That's great. Well, and you know, I think Jenna was, the point she 

made and the point that I really want to leave you with is, a lot of times as leaders we think we 

have that know something, we have to have it all done before we can let people in. And, you 

know, leading by convening it's not about that. It's about co-creation. You get to this deep level 

of feeling engaged by co-creating things, by letting it open for people. Sure, you got to have 

standards, just like as Jenna was saying. On one of the calls, we were moving toward certain 

kind of definitions and actually, one, it was a parent representative from Georgia said, I cannot 

take this to a superintendent. It sounds like we're talking down superintendents. And nobody 

saw it that way, and all of a sudden, we looked at it and said, okay, you put yourself in a 

superintendent position, it does sound like we're talking down superintendents. So the idea of 

this co-creation, this deep level of engagement, this idea of feeling heard does not come from 

getting information, it comes from participating in the co-creation of information. So you know, 

as great as this infographic is, and Jen is right. As soon as we put that up there, states were 

asking for it, they started using it. And on one of the last phone calls, I'm not sure it's on your 

app, but if you have a hard copy, you'll see that some of the states turned it into-- I know you 

can't see this. It's a self-assessment that you can just put on the table. It's really simple. It's got, 

instead of having the center, the center piece, it's got numbers from one to ten, right? And so 

their idea was a simple assessment that you can do for yourself, your own behavior, but as a 

team, put it down every time, you know? Like at least once a month or something, and just ask 

yourself, are we moving on stakeholder engagement? Where do you think we are on this? 

Some team members will say, oh, we think we're a nine. Other team members will say, we 

think we're a three. When you get that kind of a difference in your responses, that's when you 

sit down and talk about the differences in the way we perceive what we're doing as a team, or 

as an individual, right? If you as an individual, you know, you're starting to see yourself moving, 

and all of a sudden, you know, you find yourself in a situation where you're not responding at 

all like you wanted to, and you see that you're going back, you revisit this. It's what you need to 

do in terms of making this kind of change. So, I'm not sure that that's on the app. The 

assessment is on the app, it's really simple, it's just got numbers between the two poles of the 



two ends of the continuum, but I'll make sure it gets on the app, okay, so you can have that. 

And again, that was entirely stakeholder developed. Nobody gave them anything, entirely 

stakeholder developed, everybody had to agree to it before it went forward. So here's the 

leading by convening, here's the leading by convening framework. Three habits of interaction, 

or sort of that top-level coalescing around issues, ensuring relevant participation, doing work 

together. And that kind of unpacks to the adaptive side, the human side, and now we can't 

forget about that technical side. You do have to focus on some evidence-based content, you 

have to focus on things that have agreement, that are well accepted, that are promising or 

evidence-based, and then you have these operational decisions. These are what we call the 

"pay attention tos." Like, after you think about the human side of it, and after you think about 

the technical side of it, what are you going to focus on? Because you can't focus on everything, 

right? So these are these operational decisions. What are the things you're going to focus on in 

measuring how well you're being an adaptive leader? Now, this last one was entirely created by 

these 50 organizations based on their own experience, right? They created four levels of depth, 

and this first one they call informing. Now, you're going to recognize this. This is when the 

stakeholder meeting is, I invite you to a meeting, I tell you what's going on, you go home, right? 

You know that, don't you? You know that situation, right? The next one is networking. I invite 

you to something, I ask you something, you tell me something, you go home, right? And so the 

third level is where we're really talking about doing work together, that we're shaping 

something together. I understand I can't get there without you, you understand you can't get 

there without me, we decide what makes sense to do together, we do it together. And then 

that last level is transforming. In other words, I do that so much that it becomes second nature. 

That's the way I am as a collaborator. It is my identity to work that way. Now, it takes a lot of 

practice to get there. You have to do this over and over, so that it becomes your habit. But it 

does happen, and it happens not just with people, it happens in organizations. Occupational 

Therapy Association really started trying to work on this with school-based OTs, and they have 

OTs all over the country that are coming together on things like, what's an OT role in MTSS, 

right? And how are you, in these, in the state you're in, how are you going to take that into your 

state organization and model this work for your state organization? So, it's not just people, it's 

organizations too. It's this appreciation that we have to work on the human side of this change. 

Now here's one of those, here's a rubric that specifies it a little more, okay? So, you saw that 

that green level is those levels of depth. So, these rubrics are available, and you have the live 

link there. You can just go on the NCSI website and download them, entirely stakeholder 

developed. Victor was in on developing those, Luis Hernandez from [INAUDIBLE] in Philadelphia 

was one of our participants in the developing the rubrics. And so, the idea here is that those 

pay attention tos that I'm telling you about are that burgundy column. I should have had white 

font, I should have had white print on there, shouldn't I? Oh well. So, you know the-- I'll change 

that on the app, but those are the pay attention tos, right? So, you know, a lot of times we 

think about stakeholder engagement like it's one thing, like you either do it or you don't do it. 

These pay attention tos are things that you can improve, right? So it's not like you either do it or 

you don't do it. There's certain things to pay attention to, and you can improve on every one of 



those things. And if you do, and if you measure how well you're doing, not just your own 

perspective. If you do this with your stakeholders and you let them tell you how well they think 

you're doing, you can learn to be an adaptive leader. So, let's take a look, one of the things that 

I really was talking to some of the family members about was that the family centers have put 

together a document called serving on groups. And serving on groups, as much as leading by 

convening, is about, you know, helping people to be more participatory. You need to recognize 

that people that have not been in systems really don't know they don't know how to 

collaborate with the system, right? I mean, we've got some pretty formal kind of things, 

vocabulary practices, and we can't just expect certain stakeholders just march in there and be 

able to be functioning members of a group like that. So, serving on groups is a set of modules 

created by the, I think it was Wisconsin Parent Center that started this, and now all the parent 

centers do it, but serving on groups is a companion to leading by convening. It's the other piece 

of it. So, if you talk about leading by convening being that top gear that helps the system to 

understand that it needs to be more open, and if serving on groups is that second gear, it helps 

the families to understand better how to collaborate in the systems. Then, working together we 

can create that kind of ally relationship, that culture of collaboration, this deep culture of 

connection that we're talking about here. So, you know, I work in Alexandria next to DC, and 

you know, one of the most recent buzz words, you just have to turn the news on. You have 

people talking about, we're going to reset the relationship with this, and we're going to reset 

the relationship with that, with countries, we're going to reset the relationship with groups on 

an issue. People are, big buzz words, reset and pivot. If you listen to the news, you hear both of 

them a lot, right? So, this idea of a reset, you know, the idea that that you can just reset 

something is really kind of a little bit off kilter there, because a reset requires thinking about the 

feelings behind the issue that you're talking about. A reset requires adaptive leadership, and if 

we're going to reset the relationship with our stakeholders, which are the school districts, the 

professional associations, the family members, and the students themselves ,we really have to 

think about the human side of this work. And so this is a core principle here of leading by 

convening, the idea that everybody, everybody is a leader, and a learner. You are both things. 

It's very hard, as I said earlier, for somebody with a title, sometimes, to recognize that they 

have to be learners, too. And we got to understand that. And it is equally as hard for someone 

that has not been recognized as a leader to understand that they can be a leader, and we have 

to recognize that. So, this is the work that we've really been trying to do, you know? You know 

this. The technical side of the work is, you know, a core team, a communication plan, a work 

plan, a theory of action, an evaluation plan. That's the technical side of the work. But the 

human side of a reset is not that. The human side of the reset is thinking about participation, 

co-creation, influencers, who are the influencers that can carry your message for you? It's 

bringing the people together around an issue. It's creating ways that many people can 

participate, and it's really doing that work together. So, for leaders the challenge is knowing 

when to apply an adaptive solution, that, you know, [INAUDIBLE], you hear that expression a 

lot, if the only thing you have is a hammer, everything looks like a nail? Well, if you've only been 

trained in technical strategies, you keep applying the technical strategies with more precision, 



and, you know, if that was going to get us anywhere it would have gotten is somewhere by 

now. It's not that we don't have to have the evidence base. It's not that we don't have to have 

fidelity. But what we need to do is to understand what is keeping people from sustaining that 

work. Well, we've spent all this time and money to create the professional development and 

the training experiences that we've created. Addressing the human side of these issues is an 

important piece. There's a tool in the app, and there's a live link there, I was going to do this but 

I think we're running pretty, pretty late. I'm not sure we'll have time to, but I want to tell you 

about it, and that is the problems come bundled. So, the problems come bundled is a simple 

tool. It allows you to take a look at any issue, and then ask yourself, what's the technical side of 

it? What's the human side of it? There's a little video there from a professor at Kennedy School 

of Government at Harvard, Ron Heifetz, and he says something that, to me, is meaningful to 

me. I hope it is to you. He talks about change, and he said, working in an environment where 

there is change is like working in a pressure cooker, and you have to keep people in the work 

until they can make the change. But you can't blow up the pressure cooker. And he poses the 

idea that relationships are the vessel that hold people in the work until they can actually make 

that change, and the recognition of the human need for safety and security and change is one 

of the core things that we really need to begin to recognize. There's another tool in the in the 

leading by convening tools that is called, give value first. And it's a simple quote that starts this, 

and it has a number of activities that you can explore yourself, and with a team, about entering 

a relationship. And this quote is really simple. It says, you're entering a relationship as if you're 

already partners, right? So, when you think about entering a relationship with, you know, 

whether it's with a group that you're collaborating with at the local level, a group that may be a 

citizens group at the state level, that you're entering the relationship as though you're already 

partners. That you're not waiting until somebody proves to you that they want to be a partner, 

you accept the fact that there's going to be bumps here, and you just enter as though you're 

already partners. Now, that tool, talking about that tool in a group, can really help you to 

surface, you know, some of the things that people kind of draw boundaries around in terms of 

the ways that they participate, so I would encourage you to take a look at that tool. You have 

the live link on the app, and actually, you have the book, and in the back of the book you have a 

USB. This is a USB, okay? Looks just like the book, can't mistake it for anything else. But that 

USB is, I call it leading by convening to go. So, you don't need the Internet. Everything is on this 

little USB, see? USB pulls out like that, right? And all those tools are on there, okay? So, you 

can, you know, you can try these wherever you are, right? And you don't have to be in a place 

where you have an Internet. You got it with you all the time, right? So, I don't know how I'm 

doing on time here. Get out of here, really? Okay? Good, all right. So, so then I'm going to show 

you some of these things. All right, so let's go to this one. I can't get this one on the screen, 

though. All right, okay. So, let's take a look at this one. Now I'm going to show you about using 

those rubrics to measure progress. Let's take a look at that. So, this isn't, is it moving there? No, 

it's not moving, is it? How do I make this move? Let's see. That's the first page of it, but it's not 

moving, is it? Huh. I don't know how to make this move. Anybody have any ideas how to-- 

because I'm clicking through here but it's not moving. Huh. Okay, let me see if I can just do this. 



Huh, okay. So, here, I don't know why it's not moving. Okay, all right. So, let me just kind of go 

through some of this. So, this idea then that you can take those rubrics, I'm going to show you 

how you can do some of this measuring your engagement over time. Because one of the things 

that, certainly if you are at the state level, you're going to want to find a way to actually 

measure, because you're, you know, there's a big emphasis on stakeholder engagement now, 

and you might need to report that. But you can do this in groups, you can do it for yourself, but 

it's really important that you take a measure of how the group feels about the work that you're 

doing together. So, yeah, I don't know why that's a-- oh, okay, all right. Okay. So, let me talk to 

you a little bit more about this, because the rubric that I want to show you, and how you turn 

those rubrics into a measurement tool, it's really on this jump drive. And the idea here is that, 

you know, each one of those rubrics, if you, the way that you have it on the jump drive, you 

can, you know, you can print that out on a paper and you can give it to people, and they can 

mark it with an X where they think they are, and you can tally that. But one of the ways that 

they did it in Georgia was that you can take this to Kinko's, and you can print it out three by 

four like a poster, and you can use dots, and people can, you know, indicate where they think 

you are on each of these measures of engagement. And what I show you in this tool is you can 

also put it in a SurveyMonkey and send it out to people, and sort of graph the results, so that, if 

I had that slide you'd make it really clear how it shows you which pieces of the work that you 

really could influence and improve on. But I'm sure we're getting pretty close here to showing 

you that slide, but let's kind of move on. What's that? Oh, they're on the way, okay, that's good. 

So, let me just stop here and ask. So, we're talking about this idea of adaptive leadership, and 

the idea that everybody can be a leader and a learner. So, you know, what's your thought on 

that? Some people think that's a little bit Pollyanna, to think that that's going to really happen, 

that people are going to change things. And other people are convinced that this is the only 

way things are ever going to change. So, now you heard about this. You know that 50 national 

organizations worked on it together over 16 years. What do you think it has to do with your 

work in your life? Anybody brave enough to start? Start us out, and actually-- anybody brave 

enough to start us out? Okay I see a hand right back there. Would somebody-- oh, thank you so 

much. We'll give you, we'll make sure we get you on the tape here. We'll bring you up, give you 

a microphone. So, first tell us who you are and what your role is, and then we'll hear what you 

think about this.  

>> My name is Cindy [INAUDIBLE] and I'm director of Parent Advising at the PIO Center which is 

the Pennsylvania's Training Center, parent training and information center, and we actually 

used leading by convening in a statewide project, so I think, you know, it doesn't have to be 

something that's a really huge project. For us it was statewide, but, you know, even starting 

small, you can use leading by convening to learn the process, to learn the strengths that the 

process brings to a team.  

>> So, what about, from parent perspectives, how do parents feel about this messages in 

leading by convening, from the work you've done on it?  

>> It was, you know, parent groups that were brought together, and I think, you know, it brings, 

it helps enforce that idea of equal partnerships and everyone feels valued.  



>> Yeah. That's great, that's great. Anybody from another perspective, from a local school 

district, or from an IU? Anybody want to chime in on that? What do you think? Oh, okay, great. 

Thank you, brave soul.  

>> I'm pretty new at my school district, and it's massive. I'm the special ed director there, and I 

think by the idea of leading by convening, and getting all the stakeholders who have been there 

for many more years is imperative to move fuel to the future. We're just bringing MTSS there. 

We're just bringing school-wide positive behavior supports in our middle school, and without a 

team of stakeholders there's no way that I can accomplish what needs to be accomplished 

without the support and the input of everyone involved, including the parents.  

>> And absolutely. So, from your perspective, you're in a school district, and you're in the role 

of a local director. So, like, thinking about some of the things that we've talked about, how 

would you reach out to those other positions? The, you know, the principals, the 

superintendent? What does this tell you about reaching out from your role as a local director to 

those other gen ed, you know, leadership roles? Anything that you got, you picked up along the 

way as we talked about this? Did you lose that microphone? Oh, I'm sorry.  

>> [INAUDIBLE]  

>> Okay, go ahead, let's see if we can pick it up.  

>> [INAUDIBLE]  

>> Okay, it's just a matter of getting everybody on the same page, and feeling a vested interest 

in change. And I'm very, very, very lucky to have a team of administrators and superintendents 

and teachers who are easy to buy in with the [INAUDIBLE] to help children. We're a very child 

forward district, so it was a challenge when I walked in the door, but once you get the correct 

trainers in, and you start moving forward, and the IU has been nothing but remarkable, it's 

moving nicely. It really is.  

>> That's great. That's great. You think that some of these tools might be able to help you with 

those kind of conversations?  

>> Yeah.  

>> Oh, great, great. And the other thing I would mention to you, if you have the book, take a 

look here at the people from all those national organizations that have participated in this. It 

goes on for pages and pages. So, whether you're trying to influence principals, you're going to 

see their national organization and leaders in their state networks. If you're trying to influence 

superintendents, you're going to see the superintendent leaders that participated in creating 

this book. So, for almost any group that you are trying to influence, family members, school 

administrators, you know, you can talk to them about the fact that their perspective was 

represented here, and their voice actually shapes some of these initiatives in the various states 

where we worked on this. Ah, is it working? Oh, okay, good. So, you see the rubric, okay? So 

you see the rubric. Now this again is how you use this rubric. Now, as I said, you can print this 

rubric out, you can, and also the ones that you have there that are done in red, this is the first 

bunch that are done in with the pale blue. But the one that you have is a whole set of other 

rubrics that are very specific to, like, building support through data, which is very different than 

just sharing data with people. You know, when you're building support through data, it's a 



different level of understanding, it's a different level of support. Coalescing people around an 

issue is a very different thing than just presenting people with an evidence based practice, 

right? Coalescing people around an evidence based practice is nothing like just presenting 

them. It's got a human side to it. So, these rubrics, you know, specify, you know, from the 

perspective of these stakeholders that wrote this, what those differing levels of engagement 

looked like, from pretty shallow on the left side-- left side? Yeah. To pretty deep on the right 

side, right? And movement in between. So, as I said, in Georgia, what they did was to take this 

to Kinko's, print it out three by four, put it on a wall chart, give people dots, let them dot it. And 

you'll see, it's like this. So, the first time you do it, here you have the, here's what the dots look 

like, okay? So, you know, most people believe they're starting out, you can see they're at that 

lowest level. But a few people do feel like they've been heard, right? That there's a two way 

kind of thing going on here, okay? So, we encourage people to take percents, because 

hopefully, your number of stakeholders is going to change over time. So, you know, as your 

stakeholders go up, the percents are going to stay the same. So, we encourage you to take 

percents. Okay, so a couple, maybe three months later, they dip back into it again, they try to 

take the temperature of where people feel that they are on these operational decisions. These 

are the things that they're paying attention to as they work together. And you can see that a lot 

more people feel heard, and a couple of people really feel like they're being included as 

partners. Okay? Okay, so, a couple months later, again, they take their percentages. Couple 

months later, they do it again and, you know, they're finding out that most people are feeling 

like they're partners. But if you take a look at it, look at this, you know? There are still some 

people that, the green dots are in that second column. So, it's not everybody that feels like 

they're really in this, and remember, you're trying to build this sense of ownership. So, one of 

the things that we coach people to do is to, you know, not say, not point fingers but say, you 

know, you're reflecting back to them what you're trying to get, that most people feel we're 

doing pretty good but not everybody, right? So, what is it that we could do that would make 

people, would make most people feel more invited? They're going to tell you, those people that 

are holding back, they're not going to tell you that in a way that is a finger pointing kind of 

thing. Most often, some people will. But if you say, if you're saying to them, we want everybody 

to feel this, what could we do to make it better? They will tell you what they want, what would 

actually, you know, bring them in. So, this is the kind of way that you can do this in a face-to-

face meeting, okay? But, one of the things you can do also, especially if you're in a big place, 

and you're doing things over time, and you want to engage a lot of people, you can put it in a 

SurveyMonkey, okay? So, you can just take what's on those-- we have some of these done. Be 

happy to share them with you if you want to use it. We have some of these done, and we're 

actually building an online tool, where you can customize it, you know, states are, got a couple 

states that are working on that now, building an online tool where you can use these rubrics, or 

you can bring your own stakeholders together, create them. You could send them out 

automatically, but the idea here is that they're co-created rubrics and that they focus on the 

adaptive side of the work. So, watch for that over time. I'll keep letting you, I'll let you know 

where that where that is. But right now, what we did was to take what was in the cells, and we 



put it in a Survey Monkey, and we sent it out. So, look what you get. So, each one of those lines 

tells you about a different kind of practice, okay? So, it tells you about those different 

operational decisions, and remember, these operational decisions are the behaviors that you 

can change, right? So, in this case, there's not much difference in any of those. You see them 

consistently going up over time, right? But there are slight differences in it, and in some cases, 

you may get some pretty big differences in it. The idea here is, it's able to point out to you from 

the stakeholder perspective, and that's really an important thing. Because if you're a person 

from the system, from the state agency, or the local agency, or the IU, or the school building, 

you know, you're working hard at this. It's hard to see that somebody may not see exactly the 

way you see it, you know? But it's important that you're open to that kind of perspective. So, 

this allows you to do it in a way that, without finger-pointing, and again, you see the same kind 

of thing. Here you have all the issues that you see over time, again. It really lets you take a look 

at what, the behaviors that are malleable, things you can change to make it more likely that you 

are going to get the habits that you're looking for, so, and the outcomes that you're looking for. 

And let me see, can we get rid of this now? And now I have to worry about going back and not 

exiting out of this, oh, which I did. Hmm, okay, PowerPoint, yeah. We'll get it back up here, I 

want to just kind of, I know that we're coming to the end of our time, and let me just get back 

there. I'm going to do extend, and all right, and open the PowerPoint. Oh, thank you. I'm 

getting some coaching here. There it is. Okay, very good. Now there's nothing. This is one of the 

best ones. We've got to find a way to show you this one. [INAUDIBLE] example when we close 

out, okay? There's a, if you look in here, on the book, if you have a book, you're on page-- on 

page 88, you're going to see a tool called a quick chronology of engagement. This is, again, a 

really highly motivating way to measure the-- this quick chronology of engagement is a really 

highly motivating way to get a good picture of engagement, and it's very visual. So, what you do 

here, if you look on page 88 you're going to see, I'm not taking a chance of clicking on that. So, 

you're going to have to trust me on what it says on 88. You just take post-it notes, right? So, 

you have stars, and the stars are your activities and your successes. You have hearts, and those 

are your relationships, You have arrows, and an arrow going forward is a driving force, an arrow 

going backward is a restraining force. And you just ask people, sit at a group at a table, and put 

the things in a certain time period that you think were noteworthy, okay? So, I'm going to show 

you here what Pennsylvania did. Now, this is your transition community, all right? So, the first 

picture shows you pre-2008, and they had a lot of relationships, but they really weren't doing 

much together, okay? And then they, in 2008, they started doing a few things, and you can 

follow it across here 2009, 2010, you start to see that there's more activities, more successes, 

more people in the work. And you take a look at 2012. So, imagine now that you're in a group, 

and you're putting all this work up there, you're letting the group identify where they think the 

successes are, you're talking about it as they put that up, and before you know it, you have so 

much stuff going on that you're one on top of another. All of a sudden, this work of reporting 

progress on stakeholder engagement is not so dry. It's a motivating activity, people are coming 

up, they're slapping things up there, they can't wait to tell you what they put up and why, and 

you've got some energy around this idea of stakeholder engagement. It doesn't have to be this 



dry thing that we're talking about so often as we work on these in technical ways. So, I wanted 

to close with this, and you have this on your app as well. This is just a, this is a personal 

assessment, and I'm just going to go through with you the principles of leading by convening. 

And I want you to think about this in two ways. Is it something you already do? Is it something 

you're willing to try? So, think about this. Meet people where they are. So, you got to know 

people to find out where they are. You have to employ these tools. You can't assume that 

they're ready to start where you're ready to start, One of the biggest things, as we started 

working on RTI, 2006 I think we started working on RTI with all the partners, and we had the, 

we had all the big researchers, we had the Department of Ed come together with these 50 

national organizations, and they had a place where they thought that we would start with all 

these organizations. And the first thing the organization said was that their members do not 

have the same prior knowledge that these researchers and even the department assumed that 

they had. So, they were starting at a place where there was not a firm foundation. So, this is 

one of the, this is this idea of meeting people where you are. You've got to find out where 

people are. They can't be embarrassed to tell you they don't know. They can't be embarrassed 

to tell you, or resistant to tell you that they don't agree. You have to show them that you're 

open to these things. Now, it has to have a function in terms of moving forward, but meeting 

people where they are is the first rule of adaptive leadership. Helping them to lead in places, 

the second, because if they could if all they can do is listen to you, that is not deep engagement. 

We have to help them become leaders. Not a leader in the same way as somebody in the 

system, but leader in a way that is connected to networks that you need to reach, and they can 

reach them in ways that you cannot. That infographic, co-creating those infographics, a simple 

way to help people really feel that they've contributed. If you let people contribute, and you 

see that infographic that they made on a state website, they know that they can take that 

content, they can take that information and explain it to people that you will never have in one 

of your sessions. So, understanding the power of really helping people to lead in place, not have 

to make them take another job to be a leader, not have them not have families think that as 

long as you're a family member, you're never going to be considered a leader. To recognize that 

we can all be leaders in some way, this is a second major principle of leading by convening. 

Translating this work into way that many people can participate. If there's only one thing that 

people can do, if the only thing they can do is come to a meeting, you know, you're not going to 

get it. You've got to find many ways that people can do something. They don't all have to do 

same thing, but many things that people can do to contribute. And then recognize, 

demonstrate by your behavior that you know that people can both be leaders and learners, 

that people that are in the roles with titles, it's not easy for them to recognize that they need to 

be a learner on things. Be a little bit understanding of it, right? And also understand that you're 

going to have to lift up people that have not had the experience of being leaders. This is about 

recognizing our own behavior. opening that system. This is where those two tools, leading by 

convening on serving on groups. You know, the idea of developing families, and practitioners as 

well. Some of them don't have the skills to really collaborate in a system the way that some of 

the people that are these natural adopters, that can do. So this idea of serving on groups and 



leading by convening, they work together to both open the system and create the potential to 

actually collaborate with a system to build these kind of participation skills for stakeholders, 

and really the last thing is to maintain that focus on deep engagement. And you may not be 

there, but the idea that you're moving toward, if you think about that rubric, you're always 

moving toward that right side of the rubric. You're thinking about your behavior, you're really 

being intentional about examining your own behavior, and you're looking for every opportunity 

you can to co-create with the people that have to make the change. So, I'm very happy to be 

here today. I'm really willing, and I'm not kidding, Victor, I'll be happy to do any number of 

sessions that people want. If they're interested in this, we can structure it in any way. You have 

the potential to start a reset, you, and if you use these principles and if you really, really start to 

think about being a key factor in change of a system, you can start this reset of relationships. 

We can create the ally relationship between the state agencies, the regional agencies, the local 

agencies, and all of them with their stakeholders. Thank you so much. 
 


