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Summary:

The MOMENTUM Routine Immunization Transformation and Equity project used collaborating, learning,
and adapting extensively to support the unprecedented introduction and scale-up of COVID-19
vaccination services across 19 countries. In the context of the emergency COVID-19 vaccination
response, the project had not systematically documented and learned from implementing collaborating,
learning, and adapting approaches. In order to improve the project’'s documentation and the sharing of
these collaborating, learning, and adapting experiences; and to continue to support skills and culture in
collaborating, learning, and adapting; the project launched an internal collaborating, learning, and
adapting case competition. This submission describes the internal case competition which could be
replicated by other projects. The competition received 54 entries from nine countries, including many
submissions from local partners. It succeeded in documenting examples of collaborating, learning, and
adapting; enabling sharing and learning across the project; and strengthening the culture and skills
necessary to collaborating, learning, and adapting.



1. WHAT: What is the general context in which the case takes place? What organizational or

development challenge(s) or opportunities prompted you to collaborate, learn, and/or
adapt?

The MOMENTUM Routine Immunization Transformation and Equity project (the project) is a global
cooperative agreement and USAID’s flagship immunization project. As one of the suite of MOMENTUM
awards, it has an objective to strengthen collaborating, learning, and adapting (CLA) and adaptive learning
(AL). Since 2021, the project has supported 19 countries to plan and implement COVID-19 vaccination
programs. The result has been the vaccination of 19.3 million through the direct support of the project, and
many millions more through the project’s technical assistance. In the context of the unprecedented roll-out
of COVID-19 vaccines and vaccination strategies, the project had to continuously adapt. Project leadership
knew that teams were constantly collaborating, learning, and adapting to improve program performance;
but considering the emergency nature of the work, the project has not had time to fully document these
examples or share them. Further, project leadership did not want to lose the culture or skills for CLA that
had been spurred by the COVID-19 emergency. These approaches would be equally critical to resolving
the most entrenched challenges faced by routine immunization (RI), and the project knew it needed to build
a culture of more intentional and systematic CLA as it transitioned from an emergency response mindset, to
a longer-term systems-strengthening mindset. In light of these three organizational objectives (i.e.,
document examples of CLA, support cross-project learning related to CLA, and strengthen the culture and
skills that are necessary to CLA and transferable to RI), the project’'s monitoring, evaluation, and learning
(MEL) team decided to launch an internal CLA case competition.

2. What two CLA Sub-Components are most clearly reflected in your case?
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3. HOW: What steps did you take to apply CLA approaches to address the challenge or
opportunity described above?

The project was inspired by the structure and motivational nature of USAID's CLA Case Competition.
The team hypothesized that an internal competition would motivate staff to document and share their
CLA experiences, learn from each other, and strengthen their skills and appreciation of CLA. The CLA
case competition was coordinated by the project’s Senior Learning Advisor, and was announced in a
project-wide staff meeting on January 25, 2023. The presentation started with an overview of CLA and
AL, and why these were important to the project’s performance and success; and then introduced rules
for the competition. Any project staff, consultant, or sub-awardee could submit as many submissions as
they wanted, as long as they related to project activity or an operational process. Submissions could be
written, or come in the form of a powerpoint, video, audio recording, or photo essay in any language.
Submissions had to respond to four prompts adapted from the 2022 USAID CLA Case Competition:

1. What was the original activity you implemented, and the barrier it was addressing?
2. What did you learn from implementation?

3. How did you adapt your activity over time? Why?

4. What were the results of the adaptations?

Submissions would be judged on their intentionality of using CLA, the extent to which adaptations
occurred, and the extent to which the approach was innovative. The grand prize was a travel award to a
MOMENTUM-wide regional workshop on AL, or to a conference of the winner’s choice. Smaller prizes
included a team lunch/dinner, and being featured in a MOMENTUM blog. During the month that the
competition was open, the central MEL team held additional orientation sessions and office hours for
staff to ask questions or get feedback on their submissions. These sessions were attended by project
staff from all functional areas, and they spurred the coordination team to encourage this type of
cross-functional, internal collaboration. Central MEL staff encouraged country programs they supported
to submit cases, and offered review and feedback. Some country programs created an internal process
of jointly identifying topics, and working as cross-functional teams on submissions. Reflecting on
USAID's localization priority, the MEL team asked country programs with local sub-awardees to
encourage local organizations to submit cases, recognizing this as an opportunity to build their skills and
the overall culture of CLA. Some teams implemented pause and reflects to process their learnings, and
include them in their submission. The project team created a Google form to manage submissions, and
improve documentation and knowledge management of CLA experiences. As a result, the project has a
repository of all submissions. The project recruited internal and external judges, and invited technical
advisors and project leaders to participate, in order to strengthen cross-project demand for—and culture
of—CLA. The project invited leadership from the MOMENTUM Knowledge Accelerator to help socialize
this idea across the MOMENTUM suite of awards, and build external collaboration around CLA. The
competition received 54 submissions from nine country programs; including three led by local partners,
and 35 collaborations between the project and local partners. Submissions came in the form of
write-ups, slide presentations, videos—including one showing how a local organization in Rajasthan,
India, adapted to transport COVID-19 vaccines by camel—and an audio recording (a poem about
adapting the project’s internal data system). Submissions highlighted the development outcomes that
had been achieved as a result of CLA, including many cases of improved COVID-19 vaccination uptake
because of intentional adaptations regarding where vaccines were offered, at what times, and by whom.
In light of the number of submissions, the project identified resources for three travel prizes.



4. RESULTS: Choose one of the following questions to answer.

We know you may have answers in mind for both questions; However please choose one to highlight as part of this
case story

B. ORGANIZATIONAL EFFECTIVENESS

The case competition helped the project achieve a number of organizational objectives. First, the project
helped the MOMENTUM team gather a library of 54 examples of CLA in practice. The submissions
helped inform the most recent semi-annual report, and the project's Knowledge Management and
Communications team is in the process of developing submissions into content for external
dissemination. Second, the competition improved cross-project learning. Teams have been presenting
their submissions at project meetings, and engendering active discussion and cross-pollination. Analysis
of all submissions helped the project reflect on the learning agenda question: “How are we improving data
use and adaptive learning?” Third, the internal competition strengthened organizational culture and skills
for CLA. The MEL team was surprised by the high number and quality of submissions, and leveraged the
opportunity to celebrate the teams in an award ceremony led by the project director. It drew attention to
CLA, and teams who hadn’t submitted anything expressed that they wanted to try next year. Since the
competition, the project has heard many comments of “We’re adapting!” or “Document that learning!” The
submissions also identified areas to strengthen, so the MEL team repurposed a monthly internal learning
exchange meeting to build skills and practice AL approaches. Each month, the MEL team teaches and
practices a CLA approach aligned to the Program Cycle. For example, in preparation for annual work
planning, the project practiced pause and reflect so that all teams could reflect on the current program
year and adapt for the next year’s work plan. In addition, the project developed an internal toolkit of AL
approaches, and a checklist for how to intentionally integrate CLA into work plan activities. In the months
following the competition, the MEL team observed more instances of CLA being intentionally
implemented. The team anticipates that this will lead to improved organizational and developmental
performance.



5. 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 project’s ability to implement an internal CLA case competition was facilitated by a number of factors.
The project has dedicated staff to supporting learning, and this dedicated staff time was critical to coordinate
this effort. The project’s leadership team was supportive of the idea, and gave space during staff meetings
to announce and discuss the competition across the project. In our country programs, we have staff who are
champions of CLA and who encouraged their teams to apply. The project has these champions because of
the continuous efforts we have been investing in CLA since our inception, and because of the ample
opportunities for CLA capacity strengthening across the MOMENTUM suite. The project designed the
competition to be low-effort, and not require many additional resources, which we anticipate helped to
encourage the large number of submissions. Finally, a key enabler was the context of the COVID-19
emergency itself. The pace of change that it necessitated resulted in the project having many examples of
CLA and AL to share. We also experienced obstacles. Not all country programs submitted to the
competition, demonstrating gaps in CLA skills and cultures across different teams. Submissions were more
common from MEL staff than from technical or programmatic staff, and we aim to build CLA champions
among non-MEL staff. It was also common to read detailed descriptions of challenges and learnings that
occurred, but less-detailed explanations of how programs were adapted. Despite the project’s best efforts to
say that stories of what did not work were fine, most submissions resulted in successes. The project
recognizes that it has more work to do to build a culture in which frequent failure is acceptable, as long as it
is quickly iterated and adapted.

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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