
WARM UP
• Take out a sheet of paper
• Take 3-5 min to draw out the steps to making toast
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DEBRIEF (share thoughts in chat)

⮚ Do you find that your messages are simple, complex, 
or just right?

⮚ How well are you currently reaching that stakeholder?

⮚ Do they understand your message?
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MODULE 4: 
EXPANDING VISIBILITY



WHAT’S AHEAD:  SUSTAINABILITY AND 
SCALING TRAINING

Spring 2022

Module 1
Growing a 
Pathway to 
Scaling Up 

and 
Sustainability 

_____
Core Elements 

and ID 
Strengths

March 29

Module 2

Leveraging 
the EIR 

Knowledge 
Base 

______
Capacity 

Building and 
Ideation

April 19

Summer/Fall 2022

Module 3

Initiating a 
Scaling Up & 
Sustainability 

Strategy
______
Needs 

Assessment, 
Market Analysis

August 9

Module 4

Expanding 
Visibility
______ 

Stakeholder 
Engagement 

and 
Dissemination/

Marketing

November 15

Winter 2023

Module 5

Aligning Your 
Budget
______

Diversifying 
Revenue 

Streams and 
Creating a 

Business Plan

January 31

Module 6

Strengthening 
Viability for 

Sustainability 
and Scaling 

______ 
Setting the 
Conditions, 

Scaling Options, 
Open Licensing

March 28

Note: Modules 5 and 6 may adjust to best meet grantee feedback and needs.
5



WELCOME AND INTRODUCTIONS

Tom DeWire
Founder and Principal Consultant
EdScale
www.edscalellc.com

Helen Foster, JD
Federal Project Manager
AnLar
www.anlar.com

Namrata Patel, MA
VP Marketing Communications
LEE
https://educationalequity.org/
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MODULE 4 LEARNING OBJECTIVES
Stakeholder Engagement
• Understand tactics for prioritizing stakeholders and 

messengers
• Identify our tactics for prioritizing stakeholders and 

messengers for our grant

Communication and Marketing
• Understand key communication and marketing strategies
• Identify communication and marketing strategies for our 

grant
7
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DEFINING SCALING UP
What do we mean by the term, “Scaling Up”?

Scale is multidimensional (1). It requires:

❑Depth - Deep and consequential change in classroom practice

❑ Sustainability - Lasting over time, particularly after the initial implementation push

❑ Spread - Moving beyond practices and materials to underlying beliefs, norms, and 
principles

❑Ownership - Shifting from an external reform to the way business is done

1COBURN, CYNTHIA E. (2003). RETHINKING SCALE: MOVING BEYOND NUMBERS TO DEEP AND LASTING CHANGE.
EDUCATIONAL RESEARCHER. VOL 32, NO. 6. P 4.
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WHAT YOU SAID AT THE PD MEETING
What strategies or actions come to mind when you hear the title “Expanding visibility”?

Disseminating results: who, where, and how?

Achieving meaning and relevance for variety of stakeholders

Modeling partnerships beyond academia

Celebrating small wins
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DISSEMINATION DEFINITION

Making results available to 
policy makers, funders, and 
other audiences by using 
industry language and 
prioritizing accuracy

Validity Authority
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DISSEMINATION VS COMMUNICATION

Communication theory
sender – receiver – reply/signal 

Dissemination theory
sender – receiver 

?
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DISSEMINATION VS DIFFUSION

Diffusion
natural spread of information

Dissemination
conscious and targeted
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GOALS AND CHALLENGES

Noise Translation 
gap

GOALS
1 Usage

2 Funding

3 Attention
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DISSEMINATION APPROACH

Plan Stakeholder 
Analysis Objective

MessagesMethods 
and ArtifactsTimeline

Evaluations
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PLAN AROUND THE BIG PICTURE GOALS

Plan
Answers the questions:
• What do you need shared and why?
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DISSEMINATION PLANNING–GRANTEE EXAMPLE
Game On: Teaching the AP CSP through Game Design

from the Urban Arts Partnership, FY 2021

Source: Education and Innovation Awards from the Office of Elementary and Secondary Education 16

https://oese.ed.gov/offices/office-of-discretionary-grants-support-services/innovation-early-learning/education-innovation-and-research-eir/awards/


COMPLETE STAKEHOLDER ANALYSIS

Plan Stakeholder 
Analysis

Answers the questions:
• Who has a vested interest?
• Who will be affected by the outcomes?
• What information do they need?
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PRIORITIZE STAKEHOLDERS BY MAPPING

Low
Level of interest for your effort

High

Po
w

er
 to

 in
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ut
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e

H
ig

h
Lo

w

Opponents
watch them

Messengers/ 
champions
activate them

Fan club
inform them – proportionate 

to their influence

Not a priority
minimize engagement 

with them

Your 
targets

Source: Adapted from EDI. 18



STAKEHOLDER GROUPS TO CONSIDER
✔ Current or potential participants whose engagement you rely on

✔ Those directly impacted by the results of the project

✔ Educators or administrators who might benefit from adopting 
your approach

✔ General research community

✔ Potential funders
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DEVELOP A PURPOSE STATEMENT

Plan Stakeholder 
Analysis Objective

Should:
• Raise awareness
• Inform
• Engage
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WHAT % OF AN ICEBERG IS BELOW THE 
SURFACE?

Our Effort Stakeholder

Positions

Interests

Shared 
interests 

and values

Source: Adapted from EDI. 21



WHICH COMES FIRST?
#1 Mistake – We motivate people with information

Approach A: Spreadsheet

• Spreadsheet and memo sent to
managers with 424 types of gloves

• Prices all over the place, even for the
same kind of gloves

• Memo outlines that they could save
millions a year with combined
procurement

Analyze  Think  Change

Approach B: Dump gloves on the table

See   Feel  Change

Source: Switch: How to Change Things When Change Is Hard. Dan and Chip Heath. 2010. 22



DEFINING STAKEHOLDER OBJECTIVES
An objective answers one or more of three questions for a stakeholder group:

Objective Questions

If your effort to engage them is 
successful…

▪ What will stakeholders feel?
▪ What will stakeholders think?
▪ What will stakeholders do?
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EXAMPLE: STAKEHOLDER OBJECTIVES
Priority stakeholder Feel Think Do

Champion: 
Business leaders

▪ Urgency: “We 
must make sure 
that these digital 
tools find their 
way into our 
classrooms.”

▪ Affirmation of 
support: “These 
tools are 
necessary for 
students to 
succeed in this 
century.”

▪ Influence: “We 
will support state 
legislators who 
are willing to 
continue to fund 
this effort.”

Moveable 
middle: teachers

▪ Satisfaction: “If I 
use these digital 
tools, my students 
will have learned
and I will have 
done my job 
well.”

▪ Support: “These 
tools are among 
the best to help 
my students learn 
these new 
standards.”

▪ Adoption: “I will 
make every effort 
to figure out how 
these tools work 
and work them 
into my lesson 
planning as soon 
as possible.”

Source: Adapted from EDI. 24



BREAKOUT
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After the break: Hear more from Namrata!

How She Got Here
• Built an author brand

• Formed a digital strategy (publisher led)

• Created a publicity plan

• Wrote a book that resonates with a broad section of readers

In the introduction, Patel succinctly lays out her theme for this work and I believe she nails it:
‘Identity is something most of us examine at some point in our lives. It is universal to feel 
comfortable or uncomfortable in our bodies, our skins, our commonness, and our otherness. It is 
Meena’s story; however, I believe it resonates with all of us who found ourselves untethered and 
discovered our anchors.’
Across cultures, her story resonates.
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BREAK: 5 minutes
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https://www.youtube.com/watch?v=VFZwclQIi9s&t=7s�


TO PLAN, GET CLEAR ON THE 
DESTINATION AND THE APPROACH
“For things to change, someone has to start acting differently”

Don Berwick, co-founder of Institute of
Healthcare Improvement

Aspiration

“Here is what we should do.  Save 100,000 lives.  And I 
think we should do that by June 14, 2006 – 18 months 
from today.  Some is not a number; soon is not a time.  
Here’s the number: 100,000.  Here’s the time: June 14, 
2006—9a.m.”

Strategies And he advised them on the six critical moves that 
would get them there. e.g. Ventilator care

Source: https://www.youtube.com/watch?v=jvng8ZYbPcI, https://www.ihi.org/communities/blogs/100000-lives-campaign-ten-years-later 29

https://www.youtube.com/watch?v=jvng8ZYbPcI
https://www.ihi.org/communities/blogs/100000-lives-campaign-ten-years-later


“SOME IS NOT A NUMBER, SOON IS NOT A TIME”
In 2004, the Institute for Healthcare Improvement decided to 
save 100,000 lives and launched the 100k lives Campaign . . . 
with a deadline of just 18 months

• Build will

• Create change packages

• Enable implementation

Source: https://www.youtube.com/watch?v=jvng8ZYbPcI, https://www.ihi.org/communities/blogs/100000-lives-campaign-ten-years-later 30

https://www.youtube.com/watch?v=jvng8ZYbPcI
https://www.ihi.org/communities/blogs/100000-lives-campaign-ten-years-later


MEASURING IMPACT

• 3,100 member hospitals
• 75% of all hospitals across the 

country
• National infrastructure for 

change
• 250 million IHI media 

impressions
• 122,342 fewer needless 

deaths

Source: https://www.youtube.com/watch?v=jvng8ZYbPcI, https://www.ihi.org/communities/blogs/100000-lives-campaign-ten-years-later 31

https://www.youtube.com/watch?v=jvng8ZYbPcI
https://www.ihi.org/communities/blogs/100000-lives-campaign-ten-years-later


COMPONENTS OF MESSAGES

Plan Stakeholder 
Analysis Objective

Messages
Include:
• Key findings
• Outcomes
• Results
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COMPONENTS OF MESSAGES, con’t

Plan Stakeholder 
Analysis Objective

Messages
Include:
• Key findings
• Outcomes
• Results

Are:
• Clear
• Targeted
• Repeated
• Actionable
• Factually correct
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IDENTIFY METHODS AND ARTIFACTS

Plan Stakeholder 
Analysis Objective

Methods 
and Artifacts Messages
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Type:
• Policy briefs
• White papers
• Collateral
• Experiential (interactive 

data visualizations)
• Toolkits
• Social Media plans
• Reports



CREATING A TIMELINE

Plan Stakeholder 
Analysis Objective

Methods 
and ArtifactsTimeline Messages

Broken into:
• Introduction phase
• Reinforcement phase
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EVALUATING YOUR PROGRESS

Plan Stakeholder 
Analysis Objective

Timeline Methods 
and Artifacts Messages

Evaluations
• Based on goals, objectives, 

and desired actions
• KPIs
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DISSEMINATION OUTCOMES–GRANTEE EXAMPLE

STEM-Language Arts Teaching/learning Ecosystem (SLATE)
from the University of New Hampshire, FY 2021

Source: Education and Innovation Awards from the Office of Elementary and Secondary Education 37

https://oese.ed.gov/offices/office-of-discretionary-grants-support-services/innovation-early-learning/education-innovation-and-research-eir/awards/


BREAKOUT 2
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RELEVANT RESOURCES FOR TODAY’S SESSION
● U.S. Department of Education EIR Program – EIR@ed.gov

● Links to the EIR Grantee Tips for Recruitment and Readiness, rubrics, EIR/i3 
papers and any additional resources referenced in the workshop can be found in 
the EIR Grantee Resource Library at: https://anlar.knack.com/eir-ta#home/
○ UserName: eirta@anlar.com
○ Password: resources4EIR

● EIR Sustainability and Scaling Community of Practice (CoP) 
and other CoPs- EIRTA@anlar.com
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WHAT’S AHEAD:  SUSTAINABILITY AND 
SCALING TRAINING WORKSHOPS

Spring 2022

Module 1
Growing a 
Pathway to 
Scaling Up 

and 
Sustainability 

_____
Core Elements 

and ID 
Strengths

March 29

Module 2

Leveraging 
the EIR 

Knowledge 
Base 

______
Capacity 

Building and 
Ideation

April 19

Summer/Fall 2022

Module 3

Initiating a 
Scaling Up & 
Sustainability 

Strategy
______
Needs 

Assessment, 
Market Analysis

August 9

Module 4

Expanding 
Visibility
______ 

Stakeholder 
Engagement 

and 
Dissemination/

Marketing

November 15

Winter 2023

Module 5

Aligning Your 
Budget
______

Diversifying 
Revenue 

Streams and 
Creating a 

Business Plan

January 31
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0

Module 6

Strengthening 
Viability for 

Sustainability 
and Scaling 

______ 
Setting the 
Conditions, 

Scaling Options, 
Open Licensing

March 28

Note: Modules 5 and 6 may adjust to best meet grantee feedback and needs.



THANK YOU!
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