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“Leading by Convening” 
Community of Practice   

For your Need or Issue 

Introduction 

Packet 

A Blueprint for Authentic 
Engagement” 

1 

Identify a Need or an Issue 

1. On your own, list three initiatives, task force, 
project, sub committee or focus group you are 
currently or recently worked 

2. With your shoulder partner share your  list three 
initiatives, task force, project, sub committee or 
focus group you are currently or recently worked 

3. Choose one to think of as we continue this 
session 

2 

Leading                
by  

Convening 

Ensuring Relevant 
Participation 

A New Framework for  
Stakeholder Engagement 

Your Need or Issue 

3 
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The Partnership Way

OperationalAdaptive

Leading by Convening

Networking Collaborating Transforming

Depth of Interaction

Informing

Elements of Interaction

Ensuring Relevant 

Participation

Doing the Work 

Together

Coalescing around 

Issues

Habits of Interaction

Technical

Leading By Convening 

Activity; review the depth of 

interaction 4 

National Community of Practice 
National Level Supports 

Other States Approach to your need or issue State Community of Practice 
Arizona Community of Practice for your need 

or issue 
 

Local Community of Practice 
for your need or issue 

Local Community of Practice 
for your need or issue 

 

 

Local Community of Practice 
for your need or issue 

 

National 

 

  State 
Hybrid of ADE  
and LEA staff 

 

Local 

 

5 

Community of Practice - Levels of Scale 

Site/School 
Cop for your need 

or issue 

Site/School 
Cop for your need 

or issue 

Site/School 
Cop for your need 

or issue 

Site/School 
Cop for your need 

or issue 

Site/School 
Cop for your need 

or issue 

Individual 
Classroom 

 

Individual 
Classroom 

 

Individual 
Classroom 

 

Individual 
Classroom 

 

Individual 
Classroom 

 
Individual 

 

Site 

 

Your Personal Network 

• Quickly list as many names of people and their 
positon/role that could work with you 
identified need or issue 

6 
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Key Participants 

Key Advisors 

Extended Partners 

Feedback Network 

Core Team 

Dissemination Web 

Communications Links 

Community of Practice Levels of Participation 
Convene the group. 
Take responsibility for structuring each convening 
and follow up.  
Plan and monitor interaction.  
Create engagement strategies.  
Organize activities. 
Communicate with decision makers.  
Oversee review and evaluation.  

Act as regular contacts for information on the issue. 
Give advice and help the core team sense issues and 
adapt activities in a variety of contexts. 
Make opportunities for the work to be reviewed 
within their personal networks. 
Bring their personal network information back into 
the work of the Core group. 
Promote the cross-stakeholder approach to problem 
identification and problem solving. 
Join the core team periodically when their expertise 
is needed 

Volunteer to become involved and represent the 
perspective of their organization and/or network.  
Bring the perspective of their role and/or 
organization into the work.  
Bring important learnings back to their networks.  
Identify opportunities within their networks to 
showcase the learning.  
Hold both their organizational identity and the group 
identity while interacting with the group.  
Identify other practitioners and family members who 
may become active 

Receive information. 
Redistribute information through newsletters, news 
blasts, meetings, etc. 
Submit information from newsletters, news blasts, 
meetings, etc. 
Customize messages for their particular audience. 7 

Consider 
Impact Name /Role and/or Title Contact Information 

Experts 
(National, state and or  local 
experienced individuals regarded as 
being “experts”) 

Professionals in the area of and “practitioners” 
already doing this well 

Email address, phone number or 
physical address 

Researchers  
(Research and data from national, 
state and/or local level on EBP, best-
practice, and/or emerging practice) 

Theorists, University representatives, technical 
assistance centers, etc. 

Email address, phone number or 
physical address 

 

Authority Over the Work 
(Administrator, Supervisor, Director, 
Decision Makers, Legal, other) 

Principals, Superintendents, CEOs, Board 
members, etc. 
Remember Charter as well as LEAs 

Email address, phone number or 
physical address 
 

Support 
(Funders, IT, AT, Professional 
Development/ Technical Assistance, 
outside agencies, other) 

Related Services, Counselors, Intervention 
personnel 

Email address, phone number or 
physical address 
 

Practitioners 
(Implementers of the practice, 
teacher, paraprofessionals, related 
services, outside agencies, other) 

The person/people who actually implement  
the work at the student/client level.  Include 
those “not” familiar with the work.  First time 
staff.  Paraprofessionals, COTAs, etc. 

Email address, phone number or 
physical address 
 

Beneficiaries 
(Parents, Students, Clients, other) 

Parents from your agency/site/school, Parent 
organizations. PTO representative, National 
honor society or student body leaders  

Email address, phone number or 
physical address 
 

8 

Who needs to be at the Table? 
Impact Name /Role and/or Title Contact Information 

Experts 
(National, state and or  local 
experienced individuals regarded as 
being “experts”) 

Researchers  
(Research and data from national, 
state and/or local level on EBP, best-
practice, and/or emerging practice) 

Authority Over the Work 
(Administrator, Supervisor, Director, 
Decision Makers, Legal, other) 

Support 
(Funders, IT, AT, Professional 
Development/ Technical Assistance, 
outside agencies, other) 

Practitioners 
(Implementers of the practice, 
teacher, paraprofessionals, related 
services, outside agencies, other) 

Beneficiaries 
(Parents, Students, Clients, other) 

9 Activity: Partner and think of some people you would want to be part of the work  
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Model for Leading by Convening in a 
Community of Practice  

Model for Leading by Convening in a Community of 

Practice to meet Practice Change for All Students 

Stage One:  Get the right people to the table:  (See attachment A) (Can be State/Local/Site CoP) 

o Identify who needs to be in this conversation 

o Insure Representative of State/Local/Site regarding the issue:  

 Research/Experts 

 Authority  

 Practitioners 

 Beneficiaries (Community/Employers, Parent and Students) 

 Support (IT, AT, Related Services, etc.) 

 Those who are doing well already 

o Invite participation 

o Set up how you will engage/meet/ structure/ reach consensus  

 Regularly scheduled re-occurring meeting time and date 

 Multiple ways to “connect” to the work in real-time 

 Face to Face 

 Conference call 

 Go to meeting 

 Webinar 

 Agenda 

 Items,  

 Discussion  

 Action to be Taken  

 Who is responsible 

 Due Dates 

 Minutes 

 Communique (What was discussed, What was Learned, and What you would 

like as feedback, and link to feedback method (see below ) 

 To inform absentee members 

 To inform Key Advisors and Participants 

 To inform Extended Partners 

 Method for feedback to be received 

 In box 

 Email for specific point of contact 

 Other 

If we get the right people involved we will broaden the data, expertise, experience, increase 

transparency and ownership of the solutions and stories from “peers: of successful work done that 

impacted you intended outcome which will then be made available to the field and supported by the 

“developing” CoP members. 10 

Our Purpose 
 
 

. 
     Core Team 

Member 
Superintendent 
Director of Special Services 

ESS Director,  
Executive Director of Special Education,  
 Public Schools 

Director of Special Education 

High School District 
Academic Officer,  
The M Group 

Director of Special Education 
 Online High School 
Director of Special Education 

Elementary School District 
 AZCEC 
Parent & Chairperson  
Director of ESS,  
Charter 
Raising Special Kids  

 
 

Our Group Norms 

• We engage in active listening 

• We seek to understand 

• We strive for a collective impact 
• We honor the communication plan 

• We support working for the greater good  
• Our communication is timely and 

accurate 

• We use rubrics to evaluate our work  
• We need to learn and “unlearn” 

• Reflection is critical to our success 
 

Consensus--A two tiered approach: 
The Core Team will work toward unanimous 
consensus on every issue. If not an 
unanimous consensus the group will use a 
supermajority vote  

 

Your Need or Issue – Core Team  
   August 24-26, 2015 Communiqué    

 
Core Team Attendees:   
 

Key Advisors/Participants and Support Staff:   
 

Meeting Location:  
 

GOAL for Today:  Complete the … 
 
What we did: 
•Item one 
•Item two 

 
What we learned. 
•One  
•Two 

 
What we accomplished. 
•One  
•Two 
•Three 

•Four  
 
Next Steps: 
•One. 
•Two 
•Three. 
 
We Want to Hear from You!  
•Please send your comments to YN-ICoP@azed.gov .  We look forward to hearing from the community at 
large, Key Advisors and Extended Partners on our work to date and future agenda items.  

 

 

 

 

  
 
 

 

Communiqué   Example 

11 

“Leading by Convening”   
Community of Practice 

Presented by: 
Arizona Department of Education 
Exceptional Student Services  
William McQueary 
Community of Practice Coordinator 

Community of Practice 
Entienne Wenger 
Beverly Wenger-Trayner  

12 

“Leading by Convening:   
A Blueprint for Authentic 
Engagement” 

mailto:YN-ICoP@azed.gov
mailto:YN-ICoP@azed.gov
mailto:YN-ICoP@azed.gov
//upload.wikimedia.org/wikipedia/commons/f/f8/Etienne_Wenger.jpg
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Want more? 

• Clarification 

• Support to set up your own 

• Support to get started 

 

Contact:  
William McQueary, Arizona Department of Education, 

Community of Practice Coordinator 

William.McQueary@azed.gov 

602.364-0642    

13 
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