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Case Title: 

Name: 

Organization: 

Summary: 

1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)?

Internal Collaboration 

External Collaboration 

Technical Evidence Base 

Theories of Change 

Scenario Planning 

M&E for Learning 

Pause & Reflect 

Adaptive Management 

Openness 

Relationships & Networks 

Continuous Learning &
Improvement 

Knowledge Management 

Institutional Memory 

Decision-Making 

Mission Resources 

CLA in Implementing
Mechanisms 



 

 
 

    
  

2. What is the general context in which the case takes place? What organizational or
development challenge(s) prompted you to collaborate, learn, and/or adapt?

3. Why did you decide to use a CLA approach? Why was CLA considered helpful for
addressing your organizational or development challenge(s)?



  

      
  

4. Tell us the story of how you used a collaborating, learning and/or adapting approach
to address the organizational or development challenge described in Question 2.



  
 

 

 

 
 

  
  

5. Organizational Effectiveness: How has collaborating, learning and adapting affected 
your team and/or organization? If it's too early to tell, what effects do you expect to see 
in the future? 

6. Development Results: How has using a CLA approach contributed to your development 
outcomes? What evidence can you provide? If it's too early to tell, what effects do you 
expect to see in the future? 



 

  
7. What factors affected the success or shortcomings of your collaborating,
	
learning and adapting approach? What were the main enablers or obstacles?
	

8. Based on your experience and lessons learned, what advice would you share with 
colleagues about using a collaborating, learning and adapting approach? 

The CLA Case Competition is managed by USAID LEARN, a Bureau for Policy, Planning and Learning 

(PPL) mechanism implemented by Dexis Consulting Group and its partner,  RTI  International.
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	Submitter: EPIC Project
	Organization: Training Resources Group, Inc. 
	Caption: The Global Dialogue Process Credit: EPIC Project
	Case Title: Enhancing the Education Ecosystem through a Global Dialogue
	Image_af_image: 
	Summary: The Education Performance Improvement, Communications and Knowledge (EPIC) contract supports USAID's Office of Education (E3/ED) and its missions in the areas of organizational effectiveness, professional development, knowledge management, and engagement and communications. EPIC works within a robust education ecosystem that currently lacks a unified CLA approach, so its power and richness is not fully harvested and distributed. While a rich diversity of resources and sector expertise can have an impact, an education ecosystem that effectively engages, collaborates, and adapts can be transformational. EPIC piloted the Global Dialogue through a three-part process of engagement, synthesis and application. EPIC’s activities provide regular field engagement opportunities through trainings, webinars, regional teleconferences and other modalities. These touch points enable us to draw upon field realities, insights, challenges and approaches. During the synthesis stage, lessons from field engagement are recorded in a simple spreadsheet, which the EPIC team interprets and summarizes. This synthesis is presented in a one-page quarterly report that provides a clear snapshot of deeper learning and trends. Application of Global Dialogue findings will inform mission support priorities, development of USAID's education policy, strategic decision-making, knowledge product development and professional development needs. It can also serve as a tool for transparency and accountability, highlighting collective needs, challenges, and lessons learned while holding ourselves accountable for responding to them. We anticipate that the Global Dialogue will build a culture, system and practice of continuous listening, learning and adaptation across the education ecosystem, leveraging the expertise and experience of all its actors.
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	Impact: Prior to the launch of the Global Dialogue process, there was no systemic way to capture insights, questions, good practices, lessons learned and other knowledge from the field. Nor was there a mechanism to pause and reflect on mission inputs over time. As a result, program design, implementation and professional development opportunities may not have adequately addressed the needs and contextual realities of the field, leading to supply-driven approaches. After piloting the Global Dialogue, EPIC’s team collaboration was strengthened by establishing a process and tool for capturing, curating and sharing knowledge across workstream activities. This has enabled the EPIC team to identify and discuss deeper learning beyond activity outputs and to leverage that learning across workstreams to strengthen and adapt our activity design and implementation. This deeper learning was also shared with the Education Office to help inform and support their strategic priorities. From an education ecosystem perspective, the Global Dialogue will help achieve a better balance between the supply of and demand for information, knowledge and learning through a system of collaboration. Mission input will be accumulated, aggregated and synthesized to inform the development of USAID's education policy, strategic decision-making, knowledge products, and professional development opportunities. The Global Dialogue will build a culture, system and practice of listening and continuous learning. 
	CLA Approach: The Global Dialogue aims to transform a vertical, top-down, supply-driven system to one that is vertical (what does the field and Washington need to know and learn from each other), horizontal (what do field-based education staff need to know and learn from each other) and diagonal (what do donors and stakeholders across all levels need to know and learn from each other). Communicating the concept: E3/ED repeatedly expressed the need for more openness – specifically, to be more mission focused, demand-driven, and supportive to host countries. In response, EPIC developed the Global Dialogue concept as an approach for Washington-to-field, field-to-Washington, and field-to-field engagement. While there was general agreement on the need for a Global Dialogue, the concept was still too vague for many to grasp its utility, resulting in limited uptake.  To clarify the concept, EPIC developed several visuals, ultimately arriving at a visual that succinctly communicated the “why,” “what,” and “how” of the Global Dialogue and shared it with the EPIC contract technical representative (COR), E3/ED activity managers, and the E3/ED executive management team (EMT). (CLA Principle Applied: internal collaboration, openness)Key stakeholders: Our key stakeholders were the EPIC COR, EPIC activity managers, and the E3/ED EMT. (CLA Principle Applied: internal collaboration, openness)Tipping points that helped move the Global Dialogue from a concept to reality: At this stage, we had achieved stakeholder buy-in; however, the Global Dialogue had not moved from concept to reality. The tipping point came when EPIC tied the Global Dialogue to the immediate needs and priorities of the EMT and E3/ED writ large. For example, the Global Dialogue was identified as a tool to support the mission consultation process in the development of USAID's education policy. This increased its profile and relevance to the EMT. In addition, E3/ED identified mission engagement as one of the Office’s five strategic priorities. (CLA Principle Applied: internal collaboration, openness)Pilot the process: Demonstrating how the Global Dialogue would be operationalized was the next step. It was agreed with our stakeholders to pilot the approach between October 2017 and March 2018 to learn how feedback could be captured systematically. EPIC initiated the engagement phase by tracking mission input through the implementation of three webinars, a week-long training delivery for education staff, and a strategic visioning exercise with a USAID mission.  After the completion of each activity, an EPIC activity manager completed a simple spreadsheet to document mission input in the areas of top questions/challenges and lessons learned/best practices. In addition, top digital content was tracked through Education Toolkit and E3/ED electronic newsletter analytics. The EPIC team reviewed and synthesized the qualitative and quantitative data contained in the tracker and presented it in a one-page “Mission Download” report, which provided a clear snapshot of deeper learning and trends.  The report was shared and discussed with E3/ED activity managers and the EMT. During a reflection meeting, feedback received from both stakeholder groups was positive, resulting in an agreement to move forward. (CLA Principle Applied: internal collaboration, openness, pause and reflect, continuous learning and improvement)Adapt the approach: The Global Dialogue has been adapted to more readily meet the needs and capacity of E3/ED. For example, the synthesis report has been adapted based on feedback to succinctly convey the mission input for the quarter. This input will then be used to tailor EPIC activities, such as trainings, webinars, blogs, knowledge products, etc., to better reflect and address mission needs. As the process continues and is more broadly shared with E3/ED, further adjustments will be made to ensure it remains useful and relevant. (CLA Principle Applied: internal collaboration, openness, pause and reflect, continuous learning and improvement)
	Why: There are four reasons why we adopted a CLA approach. First, EPIC’s contract scope of work promotes CLA through collaboration and leveraging knowledge generated across workstreams. Adopting and expanding this approach to addressing the challenges articulated above was a natural extension of EPIC’s implementation approach. Second, strengthening any system such as the education ecosystem requires a CLA approach because it can harness the expertise and experiences of the system’s actors and share that across the entire system to inform programming. Third, to address our development challenge, we are seeking continuous and sustained improvement over time. This will not happen if learning stops or is confined to a moment in time such as a training, workshop, conference, tour of duty assignment or another isolated event. It will also not happen unless the field is part of the learning and exchange process. And finally, no one individual, team or agency can achieve the kind of impact needed in isolation. Building appropriate, respectful and effective partnerships and relationships are at the core of our work. The Global Dialogue will enable USAID to think and act locally and globally to better achieve Agency goals. 
	Context: EPIC works within a robust education ecosystem that can reach its full potential if the principles of CLA are applied system-wide. Unless there are intentional processes that promote system-wide knowledge generation, curation, sharing, learning and exchange, the system and its impact will never be greater than the sum of its parts. Most importantly, providing all, or at least a more significant number, of children and youth with quality education can only be achieved when the entire system is working together toward this shared goal. This work has become even more critical with the passage of the READ Act in September 2017, charging USAID with leading the development of a new U.S. Government Education Strategy. If USAID is going to be successful in this role, the education sector needs a new way of working together.Currently, the education ecosystem lacks a unified CLA approach, so its power and richness is not being fully harvested and distributed. Actors within the system may be working well independently but to a great degree remain siloed, resulting in an underutilization of knowledge at every level. While sector learning is shared through trainings, workshops,and conferences, unless connections are fostered before, during and after these learning opportunities, knowledge use and application will be limited. Implementing partners dedicate resources to learning, collaborating and adapting every day, but in the absence of user-friendly access to these experiences, learning from them will be constrained. Resources are dedicated to the development of education sector policies and guidance, but unless there is consultation and engagement with the field, policies will not be realistic, country-led and locally owned.A richness of resources and actors within the system can be impactful; however, an education ecosystem that effectively engages and leverages these resources and actors can be transformational. This is the challenge EPIC seeks to address on behalf of USAID’s education sector. 
	Lessons Learned: When implementing a CLA approach, it is important to take the overall idea and make it tangible for stakeholders. Present concepts in simple, easy-to-follow formats to increase understanding and openness. Ensure that everyone is clear on their role in the approach and address concerns about time and bandwidth early on. Identify a tipping point(s) that will enable you to pilot your CLA approach within an existing priority to build buy-in. Create an application of the approach that can be tested. Start small and test the approach to give yourself time to adjust before going to a larger scale. Intentionally schedule check-in points to assess how the approach is working and what needs to be improved or adjusted. This will ensure that the approach remains useful and relevant. Finally, show how CLA is essential to achieving a shift in listening to, understanding, and learning from national systems and stakeholders. 
	Factors: There were several obstacles that contributed to getting the Global Dialogue to move from concept to reality. For example, it took time to establish understanding and buy-in for the concept. EPIC addressed this by breaking the overall idea of the Global Dialogue into smaller, digestible pieces. This meant explaining the core elements of the Global Dialogue to stakeholders, as well as how each element would be implemented. We also gave stakeholders a sample synthesis report so that they had a product to help them visualize what would come out of the process. Another obstacle was the low bandwidth of E3/ED staff, given the multiple responsibilities and priorities that they face each day. There was a perception that implementing the Global Dialogue concept would be too big of a lift. EPIC clarified that it would be the project’s responsibility to gather and synthesize mission input. Furthermore, EPIC would be able to do this by leveraging existing activities (regional calls, regional workshops, trainings, TDYs), which do not require additional resources from E3/ED. We achieved buy-in when we clearly articulated that the Global Dialogue is an intentional process for capturing existing activities and learnings and sharing them across the education ecosystem. A critical enabler was the ability to leverage strategic priorities, such as the USAID education policy and the E3/ED mission engagement strategic priority, to make the case for the Global Dialogue. These concrete initiatives provided tangible examples of how the Global Dialogue would work and add value to office priorities. The fact that E3/ED was clear and consistent from the outset about improving engagement with the field provided a more conducive enabling environment for change. Finally, another fundamental enabler was the existence of the CLA language and framework itself, which gave us both the institutional justification and language to adopt an approach that is built on a practice of continuous learning and reflective practice over time.
	Impact 2: The Global Dialogue was conceived to strengthen the education ecosystem by improving collaboration, learning and adaptation across the system, drawing upon the expertise and experience of all its actors. Through this process, we anticipate seeing more vibrant flows of information, knowledge exchange and application, and improved implementation across the education ecosystem. This transformed system will widen and deepen impact, and move the education sector closer to achieving the goals of quality education for all children and youth. In the short term, we anticipate that input gathered through the Global Dialogue will support the development of 1) the U.S. Government Education Strategy, 2) the USAID education policy, 3) education sector guidance, and 4) implementation and learning over the strategy period. We also anticipate that the Global Dialogue will provide a platform that will help, encourage and strengthen the connection of education sector staff across regions and missions. This platform will serve as a space for colleagues to share common challenges, highlight best practices and showcase innovative approaches.  


