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Marin County Office of 
Education: Leadership and 
Stakeholder Engagement 

Key Implementation Activities 
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Key Implementation Activities 

Change Leadership Mindset 

•  Multiple dimensions of leadership 
•  Technical and Adaptive 

•  Followers required, not optional 

•  Leadership and management are related, 
but mutually exclusive 
•  Management = Direction 

•  Leadership = Direction with purpose and 
inspiration 
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6 Principles for Leading Adaptive Change* 

1.  Get on the balcony (get enough distance to see the 
“big picture”) 

2.  Identify and communicate the change(s) needed 

3.  Regulate distress (maintain momentum without 
anxiety) 

4.  Maintain disciplined attention 

5.  Give work back to people 

6.  Protect voices of leadership from below (including 
new and dissenting voices) 

* Heifitz, R. A. & Laurie, D. L. (1997). The Work of 
Leadership. Cambridge, MA:  Harvard Business Review. 

Leader	
   Manager	
  
Innovates	
   Administers	
  

Develops	
   Maintains	
  

Focuses	
  on	
  People	
   Focuses	
  on	
  Systems	
  

Asks	
  “What”	
  and	
  “Why”	
   Asks	
  “How”	
  and	
  “When”	
  

IniFates	
  Change	
   Supports	
  Stability	
  

Shapes	
  Culture	
   Reinforces	
  Culture	
  

Persuades	
   Coordinates	
  

Inspires	
   Organizes	
  

Leadership and Management 
You	
  manage	
  things;	
  you	
  lead	
  people.	
  

	
   	
   	
   	
   	
   	
  ~Grace	
  Murray	
  Hopper	
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Section 1 Stakeholder 
Contributions 

Begin with 
the Right 
People! 

  
a)  Stakeholder Selection: 

•  Who selects? Is there a process? 
  

b)  Critical stakeholder diversity: 
•  Open minded—growth mindset 
•  Relevant experience 
•  Trusted 
•  Implementation skills 
•  Subject-matter expertise 
•  Facilitation skills 
•  Directly impacted by decisions 
•  Champion/cheerleader 
•  Administrative task support 
•  Constructive critic 
 

c)  Member Availability: 
•  For meetings 
•  For doing the work 
•  For unanticipated events 
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Clarify 
Stakeholder 
Roles and 
Expectations 

  

What will stakeholders do? 
What authority will they 
have? 
  

Will they … 
 

•  Generate ideas? 
•  Provide input? 
•  Interpret/analyze data? 
•  Propose strategy? 
•  Make critical decisions? 
•  Build relationships? 
•  Actively implement? 
 

Plan to Orient 
New 
Stakeholders 

  

a) Clarify expectations and roles.  
b) Develop ‘quick start’ 

orientation materials. 
c)  Ask veteran stakeholders to 

act as mentors and provide 
updates. 

d)  Encourage new stakeholders 
to ask questions and share 
perceptions. 

e)  Ask new members to do 
something they are 
comfortable with ASAP. 
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Team Activity 
 

Write a ‘Help Wanted’ Ad 
for Key Stakeholders 

 
1. What stakeholder strengths will 

help you achieve your purpose? 
 
2. Who will lead this process? With 

what skills? 
 
3. Who else needs to stay informed? 

What are some of the political 
sensitivities you may need to 
address with them? 

Section 2 Mapping 
Stakeholders 
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How Do You 
Learn More 
About Your 
Stakeholders? 

•  What are their priorities? 
•  How do they view the 

world? 
•  What skills do they bring?  
•  What do they care 

about most? 
•  What is their relationship 

to other stakeholders? 
•  How do they view you 

and the work you do? 

Team Activity 
Complete Stakeholder Map 
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Stakeholder Map Guidance 

Stakeholder Map Guidance 
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Stakeholder Map Guidance 

Stakeholder Map Guidance 
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Stakeholder Map Guidance 

Section 3 Design 
Stakeholder 
Interactions 
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Structure Your 
Engagement 
Process 

 
 
•  How will stakeholder 

purpose and roles inform 
your process?  

•  Is this a short-term or long-
term process?  

•  Should you form work 
group(s)? 

•  Are meetings the best 
way to interact? What 
other options exist?  

Clarify Primary 
Stakeholder 
Responsibilities 

 
  

Will stakeholders … 
 

•  Generate ideas? 
•  Provide input? 
•  Interpret/analyze data? 
•  Propose strategy? 
•  Make critical decisions? 
•  Build relationships? 
•  Actively implement? 
•  Other? 
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Communicate 
Your Meeting 
Objectives 

 
  

What will stakeholders 
accomplish when they 
work together?  
 
Example Objectives: 
 

•  Stakeholders will identify 2-3 
strategies for streamlining the 
online application process.  

•  Stakeholders will develop a plan 
for disseminating new grant 
requirements. 

•  Stakeholders will provide input 
on barriers that reduce the 
number of grant applicants. 

 

Help People 
Be Good 
Contributors 

 
  

If you want stakeholders to 
accomplish an objective, 
make sure they have the right 
background knowledge:  
 
Example Objective: 
•  Stakeholders will identify 2-3 

strategies for streamlining the 
online application process.  

 
What do stakeholders need to 
know about the current process 
before they are informed enough 
to contribute effectively? 
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Tips for 
Designing a 

Group 
Engagement 

Team Activity 
 

Plan a 
Stakeholder 
Engagement 

Session 
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Section 4 Crafting 
Stakeholder 
Communications 

Communicate 
for Diverse 
Stakeholders 

•  Be concise as possible 
•  Avoid educational jargon 

and acronyms 
•  Define any educational 

terms you must use 
•  Stay on topic 
•  Be concrete—use examples 

or descriptors that matter to 
your community 

•  Display any data in simple 
graphics/charts 
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Key Features of Effective Messaging 

Ethos = credibility/trust  
Pathos = emotions/values 
Logos = logic/reason 

Team Activity 
 

Design a 
Stakeholder 
Invitation or 

Progress 
Update 
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Engaging Stakeholders in Change Processes 

Evaluation:  

Two additional questions 

 

Thank you for participating! 


