
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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

	Case Title: 

	Submitter: Maria Bianculli 
	Organization: USAID LAC Bureau, PSE Support Mechanism
	Caption: Learning Gathering participants act as the audience to the Mission Directors' "panel" discussion. Source: PSE Support 
	Case Title: LAC Private Sector Engagement Learning Gathering Raises the Bar for Online Meetings    
	Image_af_image: 
	Summary: This is the story of how the Latin America and Caribbean (LAC) Bureau’s Regional Private Sector Engagement (PSE) Learning gathering convened USAID staff from nine countries into the same “room” to meet and learn from each other despite the global pandemic. The event was born out of the need to solve the isolation of PSE knowledge within Missions, with no meaningful space to share experience and new ideas with colleagues across the region.The LAC Bureau collaborated with Mission representatives and an implementing partner to create a first-of-its-kind gathering that facilitated new connections between regional USAID staff and provided opportunities to learn new or different PSE approaches from each other, entirely online. By using the collaborating, learning and adapting (CLA) approach to design the event format and structure, the meeting was adapted to make the most of the online tools available and to allow for collaborative learning between PSE practitioners who otherwise might not have been able to share their knowledge outside of their respective Missions.  Early results show that the meeting was incredibly successful in facilitating new connections across the region, therefore expanding internal collaboration, and helping USAID staff to adapt their thinking about how to implement PSE in their own Missions. Meeting participants have already begun working with their new regional connections to share lessons learned from their own unique PSE journeys to better inform their colleagues’ work at other Missions. 
	Impact: The event demonstrated the feasibility of creating engaging virtual events that embrace participants from many locations, high level USAID officials, and private sector partners. The event built capacity within the planning committee (and our respective offices) for conducting participatory, inspiring virtual events.

For both participants and organizers it showed that peer-learning and connecting doesn’t require travel and staff can connect and have serendipitous conversations with like-minded colleagues in well designed online space. Inspired by the event, the PSE Hub has requested a “how to” guide to help other USAID bureaus execute similar gatherings. The LAC Bureau is infusing the spirit of the event into regular meetings, e.g. turning quarterly PSE POC calls into peer-learning experiences. The implementer team is feeding lessons learned into other learning activities in the LAC region, specifically the Peru Mission buy-in knowledge exchange and other future training and peer support offerings.

As for the impact on LAC missions, participants reported developing stronger connections with colleagues and private sector representatives, suggesting  the development of a regional database on PSE expertise to build their community of practice. Mission staff provided direct feedback to both regional and DC-based leadership, which we expect which was received with great interest by leadership. 

Participants reported that the advice shared by private sector representatives has changed the way they think about initiating and managing relationships. In daily feedback surveys 100% of participants indicated that they have a greater understanding of the opportunities, challenges and desired outcomes of private sector stakeholders in the LAC region, that they have strengthened their peer learning and support network in the region, and that they have identified concrete next steps for their PSE work.

	Why: Collaboration was at the heart of the event, both in its structuring and implementation stages. We couldn’t have shaped the event in the way it did without giving the lead to the field in the organizing committee. We designed and executed the event on the belief that participants didn’t need lectures or presentations but space to collaborate and learn from each other. The event was designed with a focus on learning from experience rather than concepts or theories to ensure that participants could take ownership of what they want to talk and learn about. As the event unfolded, it became clear that the Day 3 sessions would be far more meaningful if we redesigned them to focus on emerging issues from the ongoing conversations, instead of sticking with the original design. The event itself was designed as a lesson learned in response to prior large, multi-stakeholder meetings in the context of COVID-19. We set out to produce an event that would provide participants with more opportunities for engagement and interaction than is traditionally available in online meetings. Even the panel sessions, which traditionally offer very limited opportunity for interaction, were re-designed so that the panel conversation was interspersed with breakout groups that allowed participants to reflect on what they had heard together or to interact directly with one guest of their choice. Through the event itself, we intended for participants to  collaborate and learn from each other and adapt their ways of doing PSE. This collaborative approach was designed to fill the gaps left by traditional instructional training, thereby addressing organizational and development challenges such as unevenly distributed knowledge, lack of know-how on PSE implementation in non-traditional sectors, need for more advanced and specifically catered PSE learning that applies to specific on-the-job challenges, and the silo effect across the region.
	Lessons Learned: Initially the event was conceived as an in-person event, connecting PSE Champions from across the LAC Region, to mingle and learn from each other. However, when COVID-19 hit, we considered postponing the event because nobody could travel. 

As staff settled into the reality of working from home, a strange paradox emerged: Most staff had more (online) meetings than they would have (face-to-face) before. However, they felt less connected, the meetings tended to be task oriented, without opportunities to chat during coffee breaks or walking to the meeting room, meaning little space for connecting serendipitously and being inspired by the work of people you don't normally interact with. 

Should we really wait until the pandemic was “over” before we started mingling and inspiring each other beyond our close work teams? Or could we design an online event capitalizing on the specific opportunities that online events enable, while also carrying a spirit of connection and spontaneity that we typically associate with face-to-face meetings? We had to avoid the trap of trying to move the face-to-face format online 1 to 1, but rather design with a clear purpose, while being adaptive regarding the format.
We soon realized that there could actually be a more inclusive gathering because nobody needed to travel. Anyone who was interested and had the appropriate level of experience could join, no travel funds or extended absence from the office required.. We were able to include high-level representatives from different private sector companies as well as mission directors who would not have traveled to attend the event due to busy schedules, but were able to donate one hour of their time to participate virtually. And we could create a different experience for PSE Champions (a highly specialized 3 day peer learning experience) and for the PSE curious (an inspirational 1 day exposure to PSE partners and examples).
	Factors: It's important to be clear about who should be in the room and why to facilitate meaningful collaboration. A strong purpose guided our conversation about who the right participants would be. That also meant clarifying who was not going to participate in certain parts of the session and why we needed to say no to their participation (e.g. no beginners for Days 1 and 3, no heavy Washington participation, to make sure the focus on workshopping with local “PSE Champions” was protected). 

We embraced continuous learning and improvement in the way we conducted the event, after each day’s session we reconvened and discussed what we had learned, both in terms of content, participant behavior, and technology to improve the next day. While we came in with a highly curated plan for all three days of the event, leaving no moment to chance, we quickly realized that adapting the plan for Day 3 to incorporate what had been highlighted in Days 1 and 2 would best serve participants. This led to a redesign of most of day 3 on the fly, because we had learned so much about which content issues participants wanted to discuss over the previous two days of the event. 

	CLA Approach: This is the story of how missions, a regional bureau and an implementing partner reinvented a face-to-face regional learning event into a more inclusive and more targeted online experience, that provided space for inspiration and connection, while being open to more participants and being less disruptive in the general mission work flow. The LAC Private Sector Engagement Regional Learning gathering (March 10 - 12, 2021) brought together 72 participants from 9 Missions, along with three Mission Directors and six private sector leaders. The event contained two kinds of sessions for different audiences: Day 1 and 3 catered to the advanced PSE Champions, a space for connection and peer assist. Day 2 invited a larger range of participants, including PSE novices, to inspire them by sharing experiences from USAID leaders and private sector leaders. By being specific about who was included in the event, we created a protected environment of openness and collaboration. On the first day, 29 PSE Champions attended sessions over the course of three hours where they spent their time in breakout rooms in structured, yet open, discussion on predetermined topics. We mixed PSE Champions from different missions and sectors to maximize participant exposure to new information and networks. On Day 2, the event was opened up to all interested participants from across the region who joined discussions between three LAC mission directors, three private sector tech industry representatives, and three private sector representatives working in the Democracy and Governance space. After each discussion, participants were able to meet with the speakers in smaller breakout sessions to make connections and dive deeper on any lingering questions or ideas. On Day 3, the“PSE Champions” reconvened in a similar format to Day 1 to discuss the ideas and themes that had emerged over the first two days of the event.This event tells two intertwined CLA stories: one about the way we acted as we planned and implemented the event, and the other about the content and learning experience of the participants.We successfully facilitated new relationships and networks between colleagues in different missions who otherwise wouldn’t have interacted. By providing discussion prompts and small group settings, we facilitated connections similar to those that would happen in the coffee breaks of face-to-face conferences. We also facilitated the introductions of USAID staff to private sector actors they may never otherwise have met. By avoiding stale panel formats, but rather combining expert conversations with breakout rooms, we allowed participants to directly connect with those private sector partners of interest in a way similar to the informal conversations that can happen after the panelists walk off the stage in a face-to-face event.Mission Directors share institutional memory through their experiences spanning their careers at multiple Missions in the region, benefiting both experienced and aspiring PSE Champions. Having more-experienced PSE practitioners work alongside newcomers allowed for institutional knowledge sharing, and the use of breakout rooms made this possible in an online format. We created an event that cost less than an in-person event using a non-traditional virtual format, facilitated new relationships that may have never happened otherwise, and received great feedback on the innovative format while doing so. USAID staff involved realized how much learning, excitement and human connection is possible in a well-designed and well-facilitated online event - while most staff are tired of the number of video calls they attend from their home-office, there were numerous requests for repeating this kind of event annually, and a call for revising how other online meetings and calls are structured to give them a "LAC Learning Event flavor."
	Context: The last few years have seen an increased emphasis placed on private sector engagement (PSE) across USAID, and while there has been much progress at achieving development outcomes through the use of PSE, its notable successes have tended to be limited to specific sectors (i.e. economic growth and agriculture) and/or Missions. Additionally, the availability of PSE training and learning opportunities at USAID has remained relatively limited both in scope and depth, and often does not provide opportunity for further exploration beyond a basic introduction of concepts. In 2020, the Latin America and Caribbean (LAC) Bureau was searching for a way to leverage the deep PSE knowledge and experience that select staff have, and facilitate effective knowledge management by helping those staff share their knowledge with the region. Across LAC, individual Missions are at different stages of maturity in terms of their PSE processes, knowledge, and capacity. The LAC Bureau sought to create a forum (the “event”) where both experienced and newcomer Mission staff could collaborate with their colleagues from across the region to identify challenges and solutions together through peer-assist, connecting and learning from each others’ shared experiences and goals. The LAC Bureau consciously designed the 3-day event with the ultimate goal of facilitating internal collaboration across the LAC region for USAID PSE practitioners and newcomers to learn how to do PSE from each other. The Bureau’s goal was that by learning from each other, USAID staff would identify previously unknown-to-them opportunities, adapt how they do things, and become more successful at implementing PSE, particularly in non-traditional sectors. With these goals in mind, the COVID-19 pandemic quickly put the plans for this multi-country gathering of dozens of people on hold. Initially the planning team feared that the only solution was canceling the event, or postponing it until travel was possible again. However, as the planning committee adapted their approach to a fully online event, we realized that the new structure allowed for an event that was more inclusive, allowed for targeted inclusion of specific sessions and attracted guest speakers that wouldn’t have been available had we required more than a few hours of their time on a video call.  The LAC Bureau worked with Mission representatives and the PSE Support mechanism (we, the “planning committee”) to quickly adapt the event planning and execution to to a new entirely virtual environment.  
	Impact 2: We expect the event to have an effect on development outcomes across the region. By exploring alternative scenarios to the usual instruction on PSE (i.e. lessons on non-traditional PSE sectoral approaches), we helped participants think through how PSE can be used to achieve development outcomes specific to the region, such as in Democracy and Governance, civil society oversight, crime reduction, and more. This new way of thinking about designing and implementing PSE will help missions across the region more effectively achieve development objectives by establishing better, well-designed, targeted partnerships.

One opportunity for this kind of impact is underway in Paraguay, where the mission is in the process of identifying pathways to implement PSE to achieve Democracy and Governance outcomes. By the end of the event, mission representatives from Paraguay had formed new relationships with private sector actors working to address the mission's development outcomes, as well as USAID colleagues whose experience Paraguay staff could learn from. 



