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Summary:
USAID staff are most often hired for their technical mastery, yet many of their day-to-day tasks require management
and relationship-building skills. This gap is evident in the annual Federal Employee Viewpoint Survey (FEVS) in
which USAID typically performs in the lower tercile compared to other federal agencies. How can an agency whose
mission is to build capacity around the world score so poorly in managing its own workforce and workplace? The
Office of Human Capital and Talent Management/Center for Professional Development (HCTM/CPD) applied CLA
strategies to build USAID's internal strength to manage adaptively and promote continuous learning.
With strong internal collaboration, HCTM/CPD garnered Agency-wide input for the content of the Supervisor
Certification Course (SCC) learning architecture. The SCC supports continuous learning through a combination of
classroom and virtual learning, supported by just-in-time job aids and coaching support. The content is constantly
refreshed to reflect participant and trainer feedback, and to account for evolving Agency workforce performance
policy. Action Learning Projects (ALPs) ensure practice, application and knowledge management with the broader
unit, team, mission or bureau. While this new approach has been met with some resistance, it is through the ongoing
and robust evaluation reporting, as well as relationships and networks, that the validity of the design and its content
has generated enthusiasm and traction for improving USAID’s overall capacity to better manage and supervise its
multicultural and diverse workforce.

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

Pause & Reflect

✔ Adaptive Management

Openness

✔ Relationships & Networks

Technical Evidence Base ✔ Continuous Learning &
Improvement
Theories of Change
Knowledge Management
Scenario Planning
Institutional Memory
✔ M&E for Learning
Decision-Making
✔ Internal Collaboration
Mission Resources
External Collaboration
CLA in Implementing
Mechanisms

2. What is the general context in which the case takes place?
Since 2008, USAID has hired more than 1,400 new foreign service officers. USAID staff are most-often hired for their
technical mastery yet many of their day-to-day tasks requires exceptional management and relationship-building skills
to achieve development outcomes. As an Agency dedicated to building capacity, the placement of USAID in the lower
tercile of the FEVS data raised the important question of how the Agency can build its internal capacity for adaptive
management and continuous learning. The 2015-2019 Global Workforce Learning Strategy codified USAID's
commitment to strengthen the leadership and management capacity if its workforce.
In response to the strategy, HCTM/CPD launched a highly collaborative assessment process across the Agency. The
assessment included interviews with 18 key stakeholders, focus groups with 46 supervisors, and an online survey that
was administered to approximately 600 USAID supervisors. The data informed the learning goals and objectives,
institutional constraints and enablers, and the supports needed to implement supervision in Washington, DC, and in
the missions. As a result, the assessment team developed a Supervisory Training Suite Results Framework that
aimed to provide a whole systems snapshot to depict the interconnection of training, policy and institutional culture
needed to enhance the overall quality of supervision at USAID. The Results Framework captures the essence of
Gilbert’s behavioral engineering model and illustrates the interconnection between policy, culture and learning,
essential elements for a genuine CLA culture at USAID.
With support from the Administrator's Leadership Council (ALC), new supervisors and those who had not taken
supervision and management training during their tenure at USAID were strongly encouraged to attend. To support
the Agency’s culture shift to continuous learning on management and supervision, the ALC focused the Agency
leadership's attention on developing stronger workplace management practices as a way to improve relationships,
governance and impact on building sustainable capacity for USAID staff as well as its partners.

3. Why did you use a collaborating, learning, and adapting approach?
Management, supervision, leadership and relationship building are key competencies essential to USAID’s ability to
serve as the premier development agency. To effectively execute its mission as a capacity development agency,
USAID must first “walk the walk,” by demonstrating its ability to lead, supervise and develop its internal workforce. The
challenges facing USAID are the multiple hiring mechanisms and varied funding sources across the Agency that result
in uneven management and supervisory skill sets across bureaus, missions and operating units. These variations
impact the overall performance of USAID as an Agency to both achieve its development objectives and accomplish its
commitment of building capacity of all partners. HCTM/CPD’s approach used a CLA approach to include buy-in from
across all sectors and hiring mechanisms both in Washington, DC, and in missions, in an effort to create a culture of
learning around management and supervision. CLA provided the opportunity to build the leadership culture across
bureaus and offices to counter the decentralized and often piecemeal approach to management development.
Specifically, the CLA approach addressed the following needs, namely that the SCC:
a) is in alignment with the 2015-2019 Global Workforce Learning Strategy (GWLS) goals for instructional design,
monitoring and evaluation (M&E) and leadership development;
b) is in alignment with best practices in instructional design and the Office of Personnel Management's (OPM's)
guidance; and,
c) has buy-in from the ALC, by being able to show evidence that the course was well-received by participants and
contributing to their ability to perform their management and supervision duties at the Agency.

4. Describe how you used collaborating, learning, and adapting in this case.
The design and implementation of this training integrated a variety of CLA approaches.
Internal Collaboration: HCTM/CPD took a broad, Agency-wide approach to assessing workforce needs, and used
CLA to understand and then design to the management needs required to maximize performance of a diverse
(hiring mechanism, geographic location, team culture) workforce. Both technical and support offices convene to
support and contribute to the SCC design and discuss effectiveness.
Adaptive Management: Despite Agency-level evidence (FEVS, ELR [Employee and Labor Relations], General
Counsel, etc.) illustrating a need for improvement, the diversity of USAID’s workforce posed challenges to find the
right set of curriculum and design to support everyone across sectors. As with all change, the SCC was met with
some staunch resistance, and heavily scrutinized from the outset. The CLA approach of adaptive management
inspired confidence that materials would be constantly evaluated and improved based on participant, trainer and
USAID stakeholder feedback, with the first big revision to materials after the first six months. The materials are
constantly being adapted and small revisions are occurring as the team learns, and new workforce policies emerge
and evolve.
M&E for Learning: The evaluation framework that was developed for the SCC aligns with and responds to the
strategic guidance that affects the Agency’s training initiatives. According to the 2015-2019 GWLS and the 5 CFR
(Code of Federal Regulations) Part 410.202 (OPM) guidance, all major training programs (i.e., mission-critical
initiatives) should be evaluated through Kirkpatrick Level 3 and if possible, Level 4. The evaluation approach for the
SCC is grounded in Kirkpatrick's four levels of evaluation and structured to include the evaluation of the first three
levels: reaction, learning and behavior. According to the 5 CFR Part 410.202 (OPM) guidance and the Agency’s
CLA approach, evaluation findings should be reported in a manner that facilitates their use and improves program
effectiveness. The evaluation approach and the reporting process for the SCC are designed in a holistic way, so
that the findings from each level of evaluation are incorporated systematically at each step of the SCC to facilitate
ongoing learning and course correction as needed.
Continuous Learning and Improvement: The SCC design is conceived as a learning architecture to support
continuous learning through post-course refreshers such as learning bursts, just-in-time job aids and coaching to
enable application of key management concepts. ALPs, developed by participants during the SCC delivery, are
designed for application in the office/mission/bureau upon return to post/office.
The content of the training promotes CLA approaches among supervisors across the Agency.
Relationships and Networks: The course serves to prepare supervisors and to foster relationships and networks
among participants from across the Agency. Participants are encouraged to collaborate and provide peer support to
other members of their cohort. Peer coaching is taught as a component of the curriculum. During the course,
participants have the opportunity to bring forth one of their current challenges and get immediate feedback on how
to mitigate it. Throughout the course, participants offer each other peer feedback and problem solving on
communication and leadership styles, performance management, and how to navigate Agency rules and
procedures.
The course provides an out-of-the-everyday opportunity for collaboration. A group of participants in one cohort (April
2016), from different bureaus and offices in the Agency, collaborated on an ALP on bullying in the workplace—what
resources exist and what was being done at the Agency to address it. They developed a survey to determine how
much of a problem it was at the Agency and raised the issue to senior management. With their influence and
determination the bullying issue is now receiving further cross-Agency attention. Workplace bullying was included as
a component of the newly created Employee and Labor Relations for Supervisors elearning, a session on workplace
bullying was added to the Career Candidate Corps (C3) curriculum, and an Agency-wide group called Healthy
Workplace Working Group was created to deal with bullying. This working group is still active.

5a. Organizational Impact: What impact, if any, has collaborating, learning, and adapting
had on your team, mission or organization?
SCC evaluation results were as follows:
-Course Effectiveness: 85% reported that the course was “good” or “very good.”
-Learning Environment: 87% agreed that training content, methodology, and location supported learning.
-Looking Forward: 96% believe that course content is important to job success and feel confident applying what they
learned on the job.
-Average Facilitator Rating: 4.6 out of 5.
-Expected Outcomes: Improved team performance, supervisor-employee relations, and performance management.
Participants said:
-"Since I am newly assigned supervisor, this training is very timely and very useful. To me it provides structure and a
lot of tools that I can try out and use to start the new responsibility. Very happy to participate in this training!"
-"I found this to be a great, interactive and informative course. The instructors were well prepared, the course content
was relevant, in particular the tools for supervising, managing and leading."
-"This is a tremendous opportunity and one we need more now more than ever. I sincerely hope the Agency
continues to invest in leadership opportunities such as this—particularly in a time of budget austerity when we need
to be efficient and effective interlocutors for our mission, objectives, agency and clients."
-"Fantastic course that far exceeded my expectations. It was probably the best and most useful course I have taken
at USAID both in terms of content as well as facilitation. Really well thought out and I found it to be an incredible
instrument for helping think through how I would like to be as a supervisor. Great job."

5b. Development Results: What impact, if any, has CLA had on your development outcomes?
As of June 2017, the SCC has been delivered 18 times, to 389 participants in nine countries. We have Kirkpatrick
level 1 and 2 data to suggest that participants see the most immediate impact on their team’s performance,
supervisor-employee relations, and their ability to conduct performance management. Given it has been a short 16
months since the SCC was launched, we offer feedback from the participants as to those SCC sessions that they
found most relevant, namely: Emotional Intelligence, Leadership Styles, Peer Coaching, Conflict in the Workplace,
Leveraging Team’s Strengths, and Performance Management. The true impact of the course design, however, will
be compiled in September 2017, when we will have completed the Kirkpatrick Level 3 evaluation to determine
program contribution to supervisor management and supervision behavior both in Washington, DC, and at the
missions.

6. What factors affected the success or otherwise of your collaborating, learning
and adapting approach? What were the main enablers or barriers?
Management and supervision are critical but undervalued skills at USAID. While the data suggest the need for
improvement in these areas, there were (and remain) pockets of significant resistance to the two-week training
investment to build these essential skills. The ALC has been instrumental in socializing the Agency’s new emphasis
on management skills. By establishing the link between internal workforce management practices and the Agency’s
ability to effectively build capacity with its partners, the ALC and senior leaders are positioned to shift the
organizational focus to “walking the walk.” The Results Framework developed at the time of the SCC design pointed
to the need to shift the organizational culture as well as provide essential technical support (Office of Civil Rights
and Diversity, ELR, and HCTM) for new supervisors and manager to effectively lead multicultural and diverse
teams. Many participants had very positive experiences in the SCC and encouraged their colleagues to attend the
course.

7. Based on your experience and lessons learned, what advice would you share with
colleagues about using a collaborating, learning, and adapting approach?
Using CLA contributed to stronger internal collaboration. By breaking down existing stovepipes, the CLA approach
helped unify the Agency’s approach to a systemic issue. The CLA approach in this context ensures that the SCC
remains relevant and pertinent to the needs of new supervisors at the Agency over time.

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, International Resources Group, a subsidiary of RTI.

