
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Think about which subcomponents of the Collaborating, Learning & Adapting (CLA) Framework 
are most reflected in your case so that you can 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 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 did you decide to use a CLA approach? Why was CLA considered helpful for 
addressing your organizational or development challenge(s)? 



  

    
  

   
  

3. 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 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? 

5. 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? 



  

 

  

 

6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

7.Was your CLA approach prompted by a response to the COVID-19 pandemic? If so, how?

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.  

https://www.usaid.gov/selfreliance
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	Case Title: Improving PSE in the MENA Region: CLA Through A Monthly Webinar Series 
	Image_af_image: 
	Summary: The Agency’s first Private Sector Engagement (PSE) Policy, issued in December 2018, provides a road map to a new vision of development—rooted in increased focus on engaging the private sector for greater scale, sustainability, and effectiveness. Recognizing the private sector, together with USAID, as co-creators of development solutions will allow far-reaching impact that would never be achieved by working alone.Under LEAP III, Integra has worked with the USAID Middle East Bureau since 2019, supporting the uptake and implementation of the Agency’s PSE Policy by both D.C.-based and Middle East and North Africa (MENA) Mission staff. One of the initial challenges with implementation was adoption of the policy and a lack of understanding of how it applies to staff across every technical and support team. The Bureau’s 2020 PSE Action Plan stated three CLA priorities to address this challenge including 1) establishing and supporting an internal regional PSE community of practice, 2) promoting peer learning on PSE, and 3) building PSE skills and expertise within the Bureau.An important component of this effort has been Integra’s monthly virtual PSE training series, which creates a recurring space for staff to build awareness of the PSE efforts within the Bureau, learn best practices from their peers, increase their PSE skills, and continually brainstorm ways to implement PSE. This series employs the concepts of internal and external collaboration, pause & reflect, openness, relationships & networks, continuous learning & improvement, knowledge management, institutional memory, and Mission resources from the CLA Framework to help Bureau and MENA Mission staff improve their PSE work moving forward.
	Impact: As of the March 2021 event, the training series has reached 169 unique individuals (including many repeat attendees).  This does not include those who had a scheduling conflict the day of the event and chose to review the recording at a later date. As a result of these trainings, participants have expressed increased comfort with PSE concepts and in delivering PSE-related tips, tricks, methods and cutting-edge techniques leading to improved buy-in for the PSE policy. The Bureau and Missions have increased their PSE efforts significantly over the last two years. In 2020, for example, the Democracy and Governance Technical Services team created a PSE Reference Guide for Democracy, Governance, Peace and Security (DGPS) Officers, which is being shared across the Agency as a best practice. In addition, the Essential Services team has met with private sector companies and the World Bank and has collaborated with the World Health Organization developing PSE frameworks at the country-level during the outbreak of COVID-19. The Bureau is also conducting a Gulf region Private Sector Landscape Assessment (PSLA) and forming a private sector consultative group. Finally, missions in the region are hiring Private Sector Officers and Relationship Managers, conducting their own PSLAs, and updating their 2020 Action Plans for 2021. This work is laying the foundation for new PSE partnerships, programs, and dollars leveraged in the years to come—supporting the PSE Policy objectives.
	Why: Integra conducted a listening tour and a workshop in Washington D.C. as two of its first activities for the Bureau, to socialize the PSE Policy and understand the starting points of the Bureau and Mission staff. These efforts highlighted a diversity of understanding and buy-in for the policy. The Bureau’s 2020 Private Sector Engagement (PSE) Action Plan, mandated by the policy and co-created by Integra, included monthly trainings to address this organizational challenge. It was clear that CLA efforts would be required before PSE could be fully integrated as it was envisioned in the policy. Integra designed the PSE virtual webinar series using a CLA approach because the greatest challenges in implementing the PSE Policy were largely in organizational perception. Resource constraints, such as budget and the number and skills of staff, were and still are prevalent. Additionally, conflict-affected areas and shifting political priorities in the MENA region create programmatic complexities. However, the mindset of the staff was the first and largest hurdle.
	Lessons Learned: The CLA approach of the PSE trainings was directly affected by the COVID-19 pandemic.  Trainings that were originally designed and delivered in person, were shifted to a virtual format to accommodate the pandemic restrictions.  The first two trainings in 2020 (Jan and March) had low attendance, which could be attributed to a variety of factors including that they were the initial trainings and awareness was low.  Since the seminars have been moved to a virtual format, attendance has been both high and consistent. This can certainly be attributed to more awareness and better topics, but also due to the virtual delivery.  Also noteworthy is that the seminars always had a "call in" component, however the initial attempts during the in person delivery did not run smoothly, and malfunctioned, detracting from virtual participation.  With the challenges of the pandemic, new platforms were approved, allowing the virtual component to run much smoother, and enabled the current successful virtual delivery model.
	Factors: The trainings began in-person at the Ronald Reagan Building in January and February 2020 and switched to virtual delivery and participation in March 2020 due to the outbreak of COVID-19. This required Integra to re-think how to present the information, while continuing to meet the training objectives.Remote delivery posed a host of new challenges beyond those typically associated with trainings and workshops. Training materials need to be accessible for participants dialing in through their phone or joining via a link on their computer, as well as shareable afterwards for those unable to attend the live session. Presentations need to be adapted to engage the audience, while accommodating limited bandwidth and possible connectivity issues. Speaker remarks must be well rehearsed to ensure smooth delivery and scripted to prevent presenters from speaking over one another. Attendees must also be able to participate in both question-and-answer periods and small group breakout sessions to allow for effective communication between team members, many of whom are located in different parts of the world. Furthermore, some participants were temporarily relocated, requiring that new time zones be considered during scheduling. New technology tools needed to be deployed and tested for the meeting coordinators, presenters, and participants. None of these challenges were envisioned in the original workplan.  Integra found innovative methods and approaches to continue delivering for the USAID/Middle East Bureau and is preparing to deliver the fourteenth remote training since the COVID-19 outbreak. For others who are navigating this challenge, our most significant lesson learned in the delivery of virtual trainings has been in the importance of open communication and feedback with our USAID counterparts. Communicating progress throughout the month, working collaboratively in preparation and planning where appropriate, conducting preliminary practice sessions with speakers, and holding after-action debrief meetings to get immediate feedback have helped us to ensure a valuable product for USAID and continual improvement of our approaches with each training delivered. 
	CLA Approach: Each training webinar begins with internal collaboration. Integra meets with staff from the Middle East Bureau’s Technical Services team to determine the current needs of Bureau and Mission staff, such as concepts they are struggling with, special requests received, or new PSE topics or trends. Once the focus of the webinar has been determined, Integra collaborates further with staff from other Bureau teams, Missions, or other offices throughout the Agency—such as the PSE Hub, Bureau for Democracy, Development and Innovation or Bureau for Resilience and Food Security—to learn more about the subject area and source potential panelists.  This method is incredibly important as it uses existing USAID knowledge and networks as the starting point.  It reduces duplication of efforts and helps to disseminate existing resources to staff that may not have otherwise been aware of them. One of the central goals of the events is to build relationships and expand networks. The webinars feature speakers and panelists are representatives from the private sector, experts in the technical area of focus, and/or relevant senior stakeholder USAID staff members. The contact information of the speakers is shared with invitees, and attendees are encouraged to reach out to them following the event to continue the conversations. The hope is that not only can USAID continue to learn from the speakers but also look ahead to how participating organizations can be leveraged in future partnerships. Each event also features at least 20 minutes of unscripted time for audience question and answer, designed to encourage open conversation with the panelists and among one another. The trainings are also scheduled each month and over a two-year timeframe, to ensure continuous learning and improvement. The events in and of themselves serve as an opportunity to pause and reflect. In December 2020, Integra also positioned the monthly training event as a “Year in Review,” including a video and a handout summarizing the trainings’ highlights, featuring Mission staff as the speakers, sharing their PSE successes and lessons learned from the year. To create institutional memory and improve knowledge management, Integra records each of the trainings for storage, circulation to those who could not attend, and for future reference.Lastly, as appropriate, the webinars may also involve external collaboration. Although designed specifically with MENA region challenges and opportunities in mind, staff from other Bureaus and Missions have attended and contributed to the trainings, as have members from the State Department and Development Finance Corporation. 
	Context: In 2018, USAID released its Private Sector Engagement (PSE) Policy, codifying and expanding upon years of previous work with the private sector by setting new Agency priorities for working with the private sector across sectors and throughout the program cycle. Initially, and reasonably, there was some cultural resistance to the policy from USAID Middle East Bureau and Mission staff. Some believed—particularly in the areas of democracy and governance, education, and health—that working with the private sector would be an inappropriate or ineffective approach to reach their development goals in the MENA region. Others, particularly in the economic growth space, felt that this PSE work was already being done, and that new PSE requirements were adding undue burden. Furthermore, many, across all technical teams, did not feel comfortable approaching the private sector for collaboration, did not know who or how to engage and when, and were worried about conducting necessary due diligence to ensure trusted partnerships. Integra has been supporting the USAID Middle East Bureau since 2019, helping to socialize the policy among D.C.-based and Mission staff, answer questions, debunk myths, and illustrate how PSE can be integrated into their work at every level. This has included intentionally setting aside time to learn from one another, including reviewing PSE case studies and best practices from outside experts, neighboring Missions, and within other Bureaus.  An important component of this effort has been a virtual training series, conducted each month of 2020 and 2021, to collaborate, learn and adapt as a unit and increase PSE knowledge and efforts together.
	Impact 2: In its 2020 PSE Action Plan, the Bureau listed a number of PSE key performance indicators (KPIs) to define their PSE success in the coming year.  Examples included the amount of private sector capital mobilized, the number of new engagements or partnerships with the private sector, and the number of new investments like direct loans or credit guarantees. However, once the work got underway in the new year, it became clear that these KPIs were too ambitious as a starting point. Before those partnerships could be developed and quantitative-focused metrics could be reached, a number of actions had to be taken internally to lay the appropriate groundwork.Building skills and expertise, developing a PSE community of practice, and peer-to-peer learning were three items included in the initial plan of action and carried over from the 2020 to 2021 plan. These actions were vital to laying a foundation for the Bureau and MENA Missions’ PSE success. Integra’s PSE training series, developed using a CLA approach, is critical to all three of these action areas. The takeaways from each of the events help lead USAID staff throughout the region to achieve the development outcomes they have been striving for—with greater scale, sustainability, and effectiveness.


