
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Which two subcomponents of the Collaborating, Learning & Adapting (CLA) Framework are 
most reflected in your case? Please reference them in your submission. 

• 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



 

 
 

 

    
  

 

    
  

1. WHAT: 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?

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



  

    
  

   
  

3. How: 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.



  
 

 

 

  

4. ORGANIZATIONAL IMPACT: 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?

5. DEVELOPMENT IMPACT: 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?



  

 

  

 

6. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff), 
organizational culture, or business/work processes - influenced your results?
How would you advise others to navigate any challenges you may have faced?

The CLA Case Competition is managed by USAID's CLA Team in the Bureau for Policy, Planning 
and Learning (PPL) and by the Program Cycle Mechanism (PCM), a PPL mechanism implemented 

by  Environmental Incentives and Bixal.  
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	Submitter: Leona Ba, Lesley Hsu
	Organization: Resonance/Social Impact
	Caption: Breakout Group Activity during LFT Retreat. Credit: Lesley Hsu
	Case Title: A Structured Approach to Build a Cohesive Team and Culture in DDI's LFT Hub
	Summary: At the end of 2019, our team, the Transformation Change Management Support Team (TCMST) was brought on to support USAID’s efforts to design and implement change management (CM) interventions that would help leaders of Operating Units (OUs) support their staff to adapt to changes resulting from the Agency’s restructure. Focus group discussions held in early 2020 with various USAID Bureaus indicated that OUs resulting from mergers of separate units were concerned that it might be challenging for staff from different units to work together as a cohesive entity.  More specifically, they worried that teams would continue to operate with the culture of their former units, resulting in a new OU that would consist of several distinct and possibly opposing subcultures. The TCMST provided change management support to the leadership of the Local, Faith, and Transformative Partnerships (LFT) Hub, which was the most complex merger of the Bureau for Development, Democracy and Innovation (DDI).  More specifically, the TCMST developed and implemented a Nine-Step Team Building Process (Process) that incorporated a CLA approach. The process allowed leadership to engage staff in designing and carrying out an action plan that aimed to build a cohesive culture and team. This enabled the LFT Hub to start operating as a cohesive unit before it was officially operationalized, and establish an organizational culture that would allow it to more effectively achieve its development goals.
	Impact: Before implementing the Nine-Step Team Building Process, the LFT Hub was concerned about not being able to build a cohesive team and culture. The retreat and the resulting task force enabled staff to develop a sense of ownership as they collaborated across the five merged offices to shape the culture, structure and processes of their new OU. LFT’s well structured task force enabled the OU to begin operating as a hub before DDI became operational. For example, offices rotated the role in organizing and facilitating the Hub’s monthly all-staff meetings, which were also designed to ensure staff were informed of task force activities and opportunities to get engaged. In addition, staff was able to hear from the leadership team and share their ideas and opinions. As a result, there was a collaborative process in defining the identity and work of the new Hub, which made the transition into DDI smoother than expected.Moreover, LFT leadership was better equipped to manage future changes within their new OU. They quickly learned the importance of meeting staff where they are and supporting them in a way that would encourage them to adopt and embrace the change. Because of this process, LFT is often mentioned within DDI as having successfully navigated the transition into operating as a cohesive Hub.
	Why: To better understand the context and the needs of the LFT Hub, the TCMST interviewed the Deputy Assistant to the Administrator (DAA) and office directors and found that building a cohesive team and culture was their main concern. The TCMST concluded that an approach based on CLA would be effective. Indeed, it is through collaborative action that culture is established as people work together to develop shared assumptions, values, beliefs, and best practices which govern how people behave in organizations (Weick, 1995). The TCMST collaborated with the DDI Change Management Working Group Lead to develop a Nine-Step Team Building Process (Process), which was designed to help OUs form a cohesive unit as they transitioned into DDI. This process incorporated CLA as follows:- Collaborating: A team-building retreat and an ensuing task force building on staff inputs at the retreat provided opportunities for collaboration among staff.- Learning: Staff were asked to provide their thoughts and feedback during the retreat, through surveys, and during monthly staff gatherings. Their responses were used to create opportunities for collective reflection and shared learning. - Adapting: What was learned was used to make adjustments, and even create new processes and/or activities. This participatory approach engaged staff in building and establishing a new LFT culture, therefore ensuring buy-in and sustainability.
	Factors: The most significant factor that enabled our approach was strong support from LFT Hub leaders (DAA and Office Directors), who served as champions of the implementation of the Process. The TCMST worked closely with leadership to make sure that activities remained relevant for the OU’s objectives. Leadership’s active and visible support, as well as their engagement of staff, through every step of the process communicated to staff that their opinions were valued and that their concerns and recommendations would be addressed.The TCMST conducted one team building retreat in-person before COVID-19 required everyone to work from home. While the team adapted its activities to function in a virtual setting, there were limitations with facilitating engaging sessions online. The stresses of the reorganization, heightened by adjustments to working from home and preparing for a new administration, wore staff down with change fatigue. Within this context of great uncertainty, it was often challenging to have productive conversations about the future. Therefore, it was critical to gather data from leadership and staff to customize activities in order to meet the needs of staff, such as providing them the opportunity to have their questions answered by leadership. This tailored approach led to staff being more engaged, which motivated them to continue participating in the process.
	CLA Approach: The Process was divided into two main parts, 1) the team-building retreat and 2) the task force. From interviews with LFT Hub leadership, It was clear that the retreat would have to focus on staff (1) learning about each of the 5 offices merging into LFT, (2) getting to know one another and (3) sharing ideas on how they could work together in the new hub.The initial LFT Hub retreat allowed staff to become more familiar with the new OU, its structure, and the work of other teams. It was important to bring staff together and provide space for them to connect and brainstorm during a small group activity to discuss the challenges and opportunities of coming together as a new hub. The TCMST collected and summarized all staff inputs from the retreat, which guided the work of an OU task force that was set up after the retreat. The task force, which was named the LFT Up Task Force, ensured accountability by acting on the suggestions and issues brought up by staff during the retreat. While the TCMST facilitated the creation of the task force, they made sure Hub leadership took ownership in developing and implementing the action plan, so that these activities could be sustained without the assistance of the TCMST. The task force developed an action plan executed by various working groups that allowed staff to collaborate on completing tasks that would help build a more cohesive OU. For example, one of the task force objectives was to define a LFT Hub mission and vision and create an internal logo. Communications staff from all five offices coming together as LFT collaborated and led the activity from start to finish. They used an inclusive and participatory approach to gather staff feedback and shared their work in monthly all-staff  meetings, which had the added effect of motivating staff to engage in Task Force activities. As a result, the LFT Up Task Force provided momentum toward establishing a cohesive hub. To ensure that the activities of the task force remained relevant and effective, staff were provided with regular opportunities to provide comments, questions, or concerns through surveys and during monthly LFT Up sessions. This input was used to create opportunities for shared learning and reflection during subsequent LFT Up sessions. For example, in one survey, many staff had questions about LFT’s proposed matrix structure. Therefore, for the next LFT Up session, the task force worked with relevant staff to present on matrix management and how it’s been applied at USAID. Following the presentation, staff provided comments and questions, which helped leadership decide on the best structure for the OU. As demonstrated in the previous paragraph, the learning generated during surveys and LFT Up sessions helped the Hub make adjustments in its processes and activities. In the early phase of the task force, leadership wanted to focus its activities on LFT operations. However, staff feedback clearly indicated that they still had questions about LFT’s overall purpose and preferred focusing on a more strategic level, more specifically on clarifying LFT’s vision, mission, and values. As a result, the leadership adapted by changing direction and recruiting volunteers to coordinate the process of defining LFT’s vision and mission. By regularly gathering staff feedback, the LFT Hub was able to develop a process that allowed leadership to make adjustments to best support staff to adapt to the upcoming changes.
	Context: At the end of 2017, Agency leadership began preparing for the implementation of USAID’s restructure which would create  five new Bureaus, merging various entities into new Operating Units (OUs).  The restructuring process would not only reorganize current OUs but also, in some cases, change staff titles, supervisors and teams. The timeline did not include specific dates for key milestones and staff were expected to learn of their final positions only at the very end of the process.  The uncertainty of how and when the changes would occur fostered an environment of anxiety and stress that was compounded by the COVID-19 pandemic, social unrest resulting from cases of racial injustice, and a contentious lead up and change in Administration. In November 2019, our team, the TCMST, was brought on to provide Agency and Bureau-level change management support focusing on helping staff adopt changes resulting from the restructure. This situation increased the need for a structured and easily replicable process, which would encourage and support staff as they worked together to find ways to effectively address and even overcome the many challenges they were facing. As the largest bureau resulting from USAID’s Transformation, DDI experienced the most significant changes as it merged approximately 26 OUs from at least three different Bureaus with distinct cultures, processes, and operations into 13 new Centers, Hubs, and Offices. As a result, building cohesive teams with a shared culture was a priority of the restructuring process. Our team worked most closely with the LFT Hub because it resulted from the most complex merger, bringing together five OUs from different Bureaus, each having a distinct culture.
	Impact 2: While the reorganization brought different teams to work together in the new LFT Hub, the Nine-Step Team Building Process helped the Hub to build a cohesive culture across previously siloed offices. It enabled LFT to start operating as a single unit before it was operationalized and allowed the Hub to develop strategies and methods to effectively operate within a new structure and figure out how to best work together to deliver on their development mandates. The culture and structures that supported a CLA approach during the implementation of the Process are expected to continue to foster an environment of open communication and knowledge sharing, reinforced by responsive leadership, so that the Hub is able to more effectively achieve its goals and objectives.
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