
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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
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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: V.Tanner, on behalf of the USAID TEPS Team.
	Organization: DT Global
	Caption: The Al Manara Youth Group is working with communities and youth groups across Red Sea, Kassala, South Kordofan, Blue Nile, and South Darfur to participate in social innovation camps. Photo credit to Al Manara Youth Group.
	Case Title: Surfing the Wave: A Civic Education Pivot to Support Revolutionary Change in Sudan.
	Summary: When, in late 2018, popular protests against the Sudanese regime turned into a national movement for change, USAID’s Toward Enduring Peace in Sudan (TEPS) faced a challenge. How to ensure USAID support was relevant to Sudanese champions of change in a radically new environment? The USAID TEPS team drew on years of work promoting inclusion and peace in Sudan and developed a civic education initiative to bring activists together in informal, highly interactive training sessions so they could articulate their vision for change, and how to achieve it. DT Global's USAID TEPS team relied on two major sub-components of USAID’s CLA approach. 1) Staff relationships and networks, in both Khartoum and the 11 States where USAID TEPS works, made the training possible. 2) Continuous learning and improvement allowed the program to adapt and remain relevant. The team designed the initiative as they implemented it. Their inherent CLA approach transformed the challenge of working on new issues, with new partners, into an opportunity to support radical change.USAID TEPS has CLA in its DNA, continuously learning from marginalized communities. The TEPS team resorted to CLA approaches quite naturally, as a best practice. But it is safe to say that this initiative may not even have emerged had USAID TEPS not been a CLA-infused project. The adaptive, user-driven civic education effort provided relevant skills and tools to hundreds of activists, and thousands more citizens, at a time when little support was on offer. Civic education supported the revolution as it grew and found its voice. It now supports the revolution in its desperate struggle to prevent the 2021 military coup from rolling back the promise of a more inclusive, more just Sudan. 
	Impact: The civic education initiative has entailed lasting change in the program. The most apparent outcome is the creation of the TEPS Training Department, an atypical initiative for a grants-making program. The Training Department consecrates the central importance of training to USAID’s support for change in Sudan. The word ‘training’ does not do justice to what this department does: it is more a department of outreach and empowerment that seeks to engage the whole range of Sudanese actors at work in favor – and against – change.Second, the training experience has changed how TEPS staff see peace programming. Staff no longer see a peace program as a negotiation between parties or armed groups, or as a judiyya (a traditional conflict resolution mechanism). They now understand that awareness (of self, of the ‘other’) is central to conflict transformation, as are knowledge and behavior.  Third, the issue of trauma has emerged. Our staff understand how 30 years of violent oppression have marked the minds of Sudanese from all over the country – even if most of them have spent years, even decades, listening to marginalized people. The civic education sessions, and the deep engagement and listening they entailed, brought home the deep linkages between trauma and actions – which have, in turn, infused our other TEPS programming, for instance through the creation of a trauma awareness program we are adapting to respond to the needs of the resistance movement. To fully grasp how the civic education CLA approach impacted TEPS staff, it is worth noting that many non-training, non-program TEPS staff participate in the training. The organic nature of the sessions makes it possible for staff to dip in and out. Operations staff, drivers, and cleaning and other ancillary staff all come and go, listen, and often participate, with the strong encouragement of the training facilitators.
	Why: USAID TEPS has collaboration, learning, and adapting in its programmatic DNA. To fight marginalization in Sudan – political, social, or economic – we have long placed our partners at the center of grant-making. We consult incessantly with them – on their needs and how they say we can help them. We listen to them and, more importantly, we hear them. We learn from them and adapt our programming accordingly. Given the novelty of the environment, CLA was, from the beginning, at the center of our civic education initiative. The only way for the training to be relevant to citizen activists in the furious pace of revolution and counter-revolution was to make outreach a central part of the training. While USAID TEPS had deep experience embedding discussions on Sudan’s political future in its previous programming, the team had to improvise the civic education initiative – listening, collaborating, learning, and adapting. The partners, the issues, and the very tone of the training were all radically new. For it to be relevant, the team had to design the initiative as they implemented it.To do so, they relied on two major sub-components of USAID’s CLA approach. First, relationships and networks, in both Khartoum and the 11 States where USAID TEPS is active, and the resulting trust, made the training possible. Second, continuous learning and improvement is the civic education initiative's programming path. Drawing on networks and learning as we implemented allowed us to transform the challenges of working on new issues with new partners into an opportunity to support change. This CLA approach met strong support from project leadership in Khartoum and DT Global management in Washington, and USAID’s full approval and backing.
	Factors: The civic education initiative has been a central piece of USAID TEPS efforts to support the revolution, both in the early days – the early protests, the regime's fall, the break-up of the sit-in, and the June 3rd, 2019 massacre – and since the October 2021 coup. It has had the full backing of a supportive donor, USAID, and DT Global’s management. The standing up and resourcing of the USAID TEPS Training Department is a case in point. The initiative developed within a highly responsive environment regarding CLA, given how central outreach and listening are to USAID TEPS programming. It is safe to say that the initiative would likely not have thrived or even emerged had USAID TEPS not been a CLA-infused project.There were, of course, serious challenges. Still, these were, for the most part, external: convincing the RCs to join the first trainings, identifying strong participants and trainee-facilitators, convincing swing and anti-change elements to participate in civic education, or dealing with national security before the fall of the regime and since the 2021 coup. The answer to most of these challenges, even to some extent the last one, is collaboration: engagement, dialogue, and openness. One crucial internal challenge for USAID TEPS is how to remain innovative while growing in size. When the protests started, the project was small but nimble. This flexibility enabled our civic education initiative. The challenge is to now keep the innovative culture alive and still operate at scale. We address this challenge in part by having a team that is itself committed to change. They are out in communities and civil society, not only implementing grants but talking to people, bringing parties together, providing advice, and solving problems. They are participants in the events happening around them, proud Sudanese who are fully engaged in this necessary movement for change. Every day, they collaborate, they learn, they adapt.
	CLA Approach: In late 2018 and early 2019, as the protests that had originated in the Blue Nile caught on in Khartoum, the TEPS team was finishing up a round of civic training in Darfur. In January, a visit to Darfur by Omar al-Bashir triggered unprecedented protests, and police arrested several TEPS trainees. Returning to Khartoum to find what was now a national movement for change, the TEPS team quickly decided that the immediate response should be to engage the new political street: the young activists leading this revolution. These are the critical decision-points in the civic education initiative since early 2019 and the main interlocutors involved. 1. The first step was to engage the most dynamic change actors, the neighborhood Resistance Committees (RCs). The RCs are local groups leading the revolution that sprung up organically across the country, where citizens, especially young activists, women, and men, meet to plan protests and discuss the future. DT Global was one of the first international organizations to engage the RCs, relying on the reputation of USAID TEPS and on our staff’s contacts. The team overcame the deep skepticism of many young activists about international actors through outreach, existing trust, and a training process that was – in its openness, informality, interactivity, and relevance – unlike anything many of these young people had experienced in 30 years under the Bashir regime. For the first time, someone was listening to them. We conducted three five-day training sessions for about 150 representatives from different RCs across the tri-city of Khartoum, Bahri, and Omdurman.  2. The team then decided to take the training to the marginalized states. First, they returned to Blue Nile, where the revolution started on 13 December 2018 and where USAID TEPS has a strong record; the topic of identity (Arab v. non-Arab) emerged as a primary topic. Then, the team held trainings in all five Darfur states; the emerging issues were ethnic-tribal stereotyping and tolerance. South Kordofan was next, where the topics of secularism and hate speech emerged. In West Kordofan, the trainees grappled with how traditional leaders recruit for governmental militias and the resulting mistrust among the youth, as well as with the difficult condition of women in al-Fula; in neighboring an-Nahud, discussions were more relaxed. Finally, in the East (Gedaref, Kassala, Port Sudan), marginalization was the key topic and the issue of recognition for the dominant Beja tribe.3. Another critical decision was to take a trainer-of trainers (TOT) approach to scale up, creating in each location a cadre of 40-50 trained facilitators who could, in turn, facilitate further discussion and training for non-activists in the community. This approach especially took off in Darfur (see Q.4 response below).4. At the USAID TEPS strategic review session (SRS) in September 2021, the team concluded it was necessary to go beyond change agents – civic education had to engage swing groups and anti-change actors, as well. The October 2021 military coup brought brutal confirmation. The team launched training for imams and other religious leaders, the so-called Native Administration (traditional leaders often coopted by the regime), leaders of nomadic communities, and government employees. To further the spread of the civic education message, the team recently started training journalists and academics in the Peace Centers that the former regime set up at most universities in the marginalized states.The CLA approach is at the heart of all these processes. Networks identify the best participants, those most likely to become facilitators. Listening and learning are the basis of any training. Each training session gives rise to new findings, topics, and lessons subsequently incorporated into future training sessions, but the training relies on the discussion between participants. “Our curriculum emerged every day from the discussions,” explains Hatim Younis, the initiative's lead trainer and mastermind. The training sessions are akin to learning conversations, where participants come together in a Socratic process allowing priority issues to surface and participants to find solutions within themselves. It would be highly counterproductive to not give voice to citizen-activists who feel, many of them for the first time in their lives, that they have a voice and agency. In truth, the TEPS team had no alternative but to listen, as they too are advocates for the cause: the revolutionaries, those pushing for change in Sudan, were not going to be lectured to, especially the youth. Relevance dictated that we collaborate, learn, and adapt.
	Context: DT Global implements USAID’s Toward Enduring Peace in Sudan (TEPS) as an innovative, flexible, grants-based mechanism to promote peace and stability in Sudan, give voice to oppressed groups, and help create an enabling basis for sustainable development. Over the years, we developed networks in marginalized communities and deep knowledge of these areas. We built trust among Sudanese seeking a more inclusive society and a reputation with USAID for listening to Sudanese voices. The program is led by Sudanese, starting with the COP, and the TEPS field team includes only one full-time expatriate.  In late 2018, revolutionary ferment swept over Sudan. Longstanding unhappiness in the regions coalesced and shifted to Khartoum, the regime’s center of gravity. Enabling USAID to support change in Sudan amid this dramatically different environment, the TEPS team faced a triple challenge. 1) How to pivot from work in the periphery to a national movement for change. 2) How to help people traumatized by 30 years of divisive indoctrination figure out how to push for change – and what change they want. 3) Many revolutionaries harbored deep distrust of international aid groups, which they perceived as profligate, close to the then-regime, and contributing to their disenfranchisement.When the revolution broke out, TEPS was the right program at the right time. To meet the above challenges, the team began developing a civic education initiative to help activists – and later, citizens – articulate their vision for change and plans to achieve it. The initiative took the form of a series of informal, highly interactive, facilitated sessions that provided change actors the skills to understand what they believe, how they see themselves, and how to discuss and disagree in a non-violent manner. With a long tradition of supporting popular consultations in the periphery and robust networks in Khartoum, the TEPS team was poised to collaborate, learn, and adapt in support of the Sudanese revolution.
	Impact 2: This is the revolution of the Sudanese. USAID TEPS is never going to play more than a support role – nor should it. Still, with its inherent CLA approach, the civic education initiative has had a real impact on prospects for change. We have helped citizen-activists grow in their self-awareness and confidence. They have a better sense of what they want, and skills to work with each other. Their voices carry greater weight. In May 2022, the RCs launched a 'People’s Power Charter,' as the established opposition groups bickered. Our trainings have also enabled activists from across Sudan – who would never have otherwise met – to network, organize, and support one another.Our CLA approach to networking yielded unexpected results in terms of dissemination. We had planned for our Darfur TOTs to train an additional 1,500 community members. But through public debates and community sessions, our TOTs actually trained over 11,000 youth, women, police, government officials, secondary school students, activists, and community leaders all across Darfur -- without direct financial support from USAID TEPS. In Kassala (East), National Security even approached one of our trainees to ask for civic training!  Another achievement has been propagating the non-violence principle, which underpins all our civic training. This principle is fundamental where violence is a reality – for instance, in South and West Kordofan, Darfur, and the East. In Port Sudan, a tribal conflict erupted between Beni Amir (Beja) and Nuba during the training, and participants from both groups discussed non-violence and reconciliation.  It is hard to imagine the civic education initiative having any success without the CLA sub-components of networks/relationships and continuous learning/improvement. Other organizations often ask USAID TEPS for our curricula. We share but also point out that the CLA basis, and our facilitators’ commitment to it, are what enable training success, not just the curriculum.
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