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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?

2. What two CLA Sub-Components are most clearly reflected in your case?



3. HOW: What steps did you take to apply CLA approaches to address the challenge or

opportunity described above?



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



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 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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	Case Title: Livin' la vida DOJO: Improving organizational learning practices at scale
	Submitter: Dung Le, Giang Le, Hoang Nguyen, Monalisa Salib 
	Organization: USAID/Vietnam, Social Impact, ASU, HAIVN
	Summary: In 2022, USAID/Vietnam and USAID Learns launched the Learning Dojo, a holistic capacity-strengthening opportunity for USAID's local and international implementing partners (IPs), based on the IP Needs Assessment conducted in 2021. Fifty-four staff from 26 USAID activities joined the Dojo's three tracks: Leadership, Adaptive Management, and Foundations in Monitoring; 42% of the participating organizations were local, and 58% were international (85% of the participants were Vietnamese). The USAID Learns team implemented the Learning Dojo with CLA in mind at every step: CLA was integrated into all content. The team applied CLA in creating and delivering each track, and hired a learning advisor to gather real-time feedback from participants to continuously improve the tracks. Through the Dojo's cohort model, IPs were learning just as much from each other as from the facilitators. 

Each IP staff participant was considered a change agent within their teams, and asked to identify where they could make improvements in their MEL and CLA practices. The track designs were highly experiential, giving participants the opportunity to learn from the sessions and then immediately apply their learning to create organizational change and improve development results. By the end of the Dojo, many participants shared stories of individual and organizational improvements: applying mindfulness practices to help reduce burnout and address mental health challenges; improving theories of change, internal data systems, and data quality; and strengthening relationships with internal and external stakeholders. 

In this case, we focus on two IPs from the Dojo working on higher education in Vietnam: the Arizona State University BUILD-IT activity and the Partnership for Health Advancement in  Vietnam (HAIVN) IMPACT-MED activity. In the former, integrating pause and reflect practices led to an increase in female participation rates in the activity. In the latter, an intentional process for selecting local university partners led to better choices that will affect the activity for years to come. These two examples offer evidence of how small changes in organizational behavior, spurred by an inspiring capacity-strengthening experience, can ultimately impact individual lives and programmatic decisions in positive ways. 
	Context:       USAID Learns, the support contract to USAID/Vietnam, is responsible for helping local and international implementing partners (IPs) better integrate CLA into their work in service of better development outcomes. In 2021, Learns conducted an assessment of IP capacity strengthening needs and, based on the results, identified MEL and CLA topics about which IP staff had both high interest to learn and low confidence to perform. This led to the creation of a holistic capacity strengthening program focused on those areas: (1) the Leadership Track targeted senior leaders to create the enabling conditions for effective CLA practices; (2) the Adaptive Management Track targeted two staff from each participating IP, one technical and one MEL; and (3) the Foundations in Monitoring Track targeted MEL staff. Fifty-four (54) staff from 26 IPs joined the 2022 Learning Dojo; 42% of the participating organizations were local and 58% were international and 85% of participants were local staff. The Leadership and Adaptive Management tracks ran for six months and the Foundations in Monitoring Track for eight. Each track held day-long in-person sessions and two hour virtual sessions each month to check-in on participant progress or provide specific skill content. The tracks provided a peer-to-peer space to learn new approaches, apply learning at work, reflect on progress at subsequent sessions, and adapt approaches as needed for best results.
        This case features two higher education staff that joined the adaptive management track and one that joined the monitoring track. Each was faced with a critical development challenge: (1) how can we improve female participation rates in STEM project-based learning and (1) how can we select the best possible university partners to reform medical education in Vietnam?


	Dropdown2: [External Collaboration]
	CLA Approach: 
The Learning Dojo was a CLA experience from A to Z. In designing the Dojo, the USAID/Vietnam and USAID Learns team selected the areas of focus based on the IP needs assessment. The Learns team used the technical evidence base on adult learning to design the three tracks. This included a cohort learning model in which participants were collaborating with each other to exchange learning and reflections. 

The Learns' teams for the three tracks integrated adaptive management throughout. First, the team developed a theory of change and learning agenda for the initiative, and implemented learning activities to answer critical learning questions. For example, right after a session, the team would have a brief After Action Review (AAR). Then, after the learning advisor for the Dojo analyzed the session feedback provided by participants, each track would have an adaptive management meeting to review data and make adjustments for subsequent sessions. The team had baselines and endlines and post-track interviews to track participant progress against the theory of change. Learns also held a mid-point review and final learning workshop to apply lessons in the second half of the tracks and the 2023 Learning Dojo (happening now). This also led to tweaking of the initiative’s theory of change based on learning up until that point.

The Dojo works to create organizational change for CLA practices at scale. Once the Dojo was underway, each IP staff participant was considered a change agent within their teams and asked to identify where they could make improvements within their sphere of influence. Formal leaders were challenged to create the enabling conditions for CLA. MEL and technical staff could apply their learning to integrate adaptive management practices, such as pause and reflect, to continuously improve programming. MEL staff identified data quality and use issues in their organizations that could be improved. Each participant was free to select the specific issue they wanted to address based on their organizational context and needs. The point was not to apply CLA for the sake of CLA, but to identify a challenge within the organization that could benefit from better monitoring and CLA practices. The in-person and virtual sessions gave participants the tools and approaches to apply in their work, but it was their responsibility to apply their learning and create positive change in their teams.

Based on Learns' data, 84% of the participants applied their learning. We highlight two of these examples below, along with a high-level synthesis of other changes shared by participants during the endline. 


	Dropdown1: [Adaptive Management]
	Dropdown3: [B. ORGANIZATIONAL EFFECTIVENESS]
	Factors: Learns had the required resources and culture to create and implement the Dojo. One challenge Learns had in implementing the Dojo was "building the plane as we were flying." Learns launched the Dojo with only an outline of the sessions, and had to develop the content as it was going. This made the focus on adaptive management even more important. In addition, in at least one track, there was too much internal collaboration that was causing slow decision-making and frustration among the team. This led Learns to reduce the number of team members contributing to that track.

For BUILD-IT, the key obstacle was the time and effort required to implement pause and reflect. The team used the "Plan-Do-Check-Act" approach learned in the track to stay focused, but this cycle could not be done only once; it needed to be repeated until the issue was addressed. In addition, in some cases, requiring a minimum number of female participants wasn’t possible because those university departments didn’t have any female students. Therefore, some adaptations led to further adaptations: inviting female students from other departments to participate in project-based learning.

The IMPACT-MED activity team has a culture of openness and decision-making based on consensus and evidence. The activity team analyzed stakeholders' interests and impact using data from surveys, observations, and direct discussions with key stakeholder representatives. The team selected the universities based on clear and transparent evaluation criteria. One challenge that arose was that candidate universities had the same evaluated score, making it difficult for the activity team to select. As a result, the team added secondary criteria to make the final selection. 
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: Many Dojo participants shared stories of individual and organizational changes, from applying mindfulness practices in their work to improving internal systems, data quality, theories of change, and internal and external collaboration. Here we focus on two implementing partners working on higher education in Vietnam: Arizona State University’s BUILD-IT activity and the Partnership for Health Advancement in Vietnam’s (HAIVN's) IMPACT-MED activity. This short video also highlights these stories (https://shorturl.at/ltvBP).

Ms. Dung Le, the BUILD-IT Partnership Liaison, leads the activity’s focus on project-based learning for students, and joined the Adaptive Management track. Before participating in the Dojo with her MEL colleague, the BUILD-IT team knew there was a problem with female student participation rates in project-based learning, but as Dung shared, “at that time, there was no action to address the challenge.” 

In the Dojo, Dung learned about pause and reflect and the "Plan-Do-Reflect-Act" cycle, and was inspired to start the practice with her colleagues and local stakeholders. During their first pause and reflect session, her MEL colleague also in the track shared that the number of female students participating in STEM project-based learning programs was low, even zero in some universities. Dung then spoke about the challenge with colleagues and other stakeholders, to figure out what could be done to improve female student participation rates in the program. The team identified three concrete actions: (1) be clear with universities about minimum female-participation-rate requirements; (2) host STEM webinars targeting female students, encouraging them to participate; and (3) invite female leaders from industry partners to be featured in events, encouraging younger women to join their ranks. These actions then led to initial improvements in female participation. In the case of the Industrial University of Ho Chi Minh City and Can Tho University, where there were no female participants, now there is at least one from each school. In other universities, the number of female students was maintained or slightly increased. This may seem insignificant but going from nothing to something in traditionally male-dominated fields is worth celebrating. It means that more female students will be attractive job applicants post-graduation.

From the IMPACT-MED activity, the MEL Lead, Mr. Hoang Nguyen, joined the Foundations in Monitoring track. At that time, IMPACT-MED was beginning Phase II of the program and could only select five  universities of medicine & pharmacy to work with, out of about 25 in Vietnam. In the track, Hoang learned about a stakeholder analysis technique – the power and interest matrix - that considered stakeholders’ relative power and interest in relation to programmatic goals. He thought this would be a great way for the team to have a systematic conversation about which universities to partner with. He facilitated the process at his team’s retreat, creating space for different perspectives. The team identified criteria for university selection and analyzed other stakeholders’ (e.g., Ministry of Health, National Medical Education Committee, and WHO) interest and possible contributions to supporting medical education reform. The team also developed an agreement with the selected universities to play a mentoring role for universities that were not selected, increasing their impact on medical education reform in Vietnam. These strategic choices and partnerships are expected to positively impact implementation for years to come.  




