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Case Title: 

Name: 

Organization: 

Summary: 

1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)?

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 

https://usaidlearninglab.org/sites/default/files/resource/files/keyconcepts_twopager_8.5x11_v7_20160907.pdf


 

 
 

    
  

2. 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?

3. Why did you decide to use a CLA approach? Why was CLA considered helpful for
addressing your organizational or development challenge(s)?



  

      
  

4. 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.



  
 

 

 

 
 

  
  

5. 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? 

6. 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? 



 

  
7. What factors affected the success or shortcomings of your collaborating,
	
learning and adapting approach? What were the main enablers or obstacles?
	

8. Based on your experience and lessons learned, what advice would you share with 
colleagues about using a collaborating, learning and adapting approach? 

The CLA Case Competition is managed by USAID LEARN, a Bureau for Policy, Planning and Learning 

(PPL) mechanism implemented by Dexis Consulting Group and its partner,  RTI  International.
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	Submitter: Andrea Procopio
	Organization: IMPAQ International
	Caption: The graphs show results of two iterations of the beneficiary eligibility pilot (Question 4).The top graph is less sensitive, while the bottom graph shows the improvement in identifying poor and extremely poor households. The photo depicts  a community engaged in the PWR exercise.  
	Case Title: You Can Always Change the Plan, But Only If You Have One: Laying the Foundation for CLA
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	Summary: The AVSI led consortium (AVSI Foundation, IMPAQ International, and Trickle Up) is more than 50% through the first refinement year of a seven year Food for Peace (FFP) funded activity called Graduating to Resilience (the Activity) and the lesson is clear: Collaborating, Learning, and Adapting (CLA) doesn’t just happen. It is much easier to postpone an after action review until tomorrow, then the next day, and then the next until you find yourself making promises to do it next time. We all know that CLA practices improve Activity effectiveness and yet we rarely designate the personnel, time, or financial resources to make it happen. The planning stage is frequently overlooked with the focus on more exciting interventions. Yet, planning is critical for a meaningful CLA approach that meets the needs of an activity and is flexible enough to change over time.

This Activity is part of FFP’s refine and implement (R&I) approach, allowing one year to learn, modify, plan, and implement. During the refinement year, the consortium is taking tremendous steps to embed CLA methodologies in the Activity implementation. The Research and Learning Advisor works hand-in-hand with Technical Advisors when conducting pause-and-reflect sessions. AVSI leadership calls for both formal and informal before and after action reviews. Lessons are learned daily; information accumulates with each stakeholder engagement or assessment conducted. We, as a consortium, must grow and adjust in response. This is an account of those experiences during the first half of the refinement year and how we are laying the foundation for CLA in the years to come.
	Subcomponent1: Off
	Subcomponent2: Off
	Subcomponent3: Yes
	Subcomponent4: Yes
	Subcomponent5: Off
	Subcomponent6: Off
	Subcomponent7: Yes
	Subcomponent8: Off
	Subcomponent9: Off
	Subcomponent10: Off
	Subcomponent11: Yes
	Subcomponent12: Off
	Subcomponent13: Off
	Subcomponent14: Yes
	Subcomponent15: Off
	Subcomponent16: Off
	Impact: What we are seeing already:
One example of how these CLA processes affected our organizational effectiveness is through our Pause-and-reflect activities. These activities such as AARs and less formal team meetings are fostering discussions about what went well and can be replicated, challenges faced, and solutions to those challenges. 
 
After completing the livelihoods assessment that included over 700 household surveys in 40 villages, we hypothesized that coaches would prefer to work in the villages from which they come. We believed this would ease transportation costs, they understand the nuances of the community, and are best suited to identify positive deviance or understand challenges. But during an AAR, coaches expressed concern about working in their own village. They cited worries about being too familiar. Would the community blame them if their household was not selected? Would they be taken seriously if working with friends or relatives? The team immediately put into place a plan whereby coaches will be assigned to villages near their own, but far enough to address issues of familiarity.

What we are planning for the future:
As we finalize the Activity Learning Agenda, the team will establish routine, interactive pause-and-reflect sessions to provide staff and partners with the resources and guidance to critically evaluate whether various elements of the Activity are working well, could work better, and how. Staff will be engaged in data analysis and regular feedback loops. Through this process, we will be able to pursue various levels of experimentation and will consider any failures to be a natural component of learning. By fostering a mutually beneficial environment of shared responsibility for learning, experimentation, and adaptation, we will actively improve our implementation and promote ownership by all stakeholders. 

	CLA Approach: Refine and Implement: 
R&I is a pilot approach for food security activities supported by FFP. This seven year activity consists of two refinement periods and two implementation periods. The AVSI consortium is using community priorities and needs, contextual factors, capacities of local institutions and service providers, assessments, studies, and research conducted during year one to refine the Activity theories of change and tailor behavior change strategies to the local context. The Consortium is conducting assessments and using the information to understand existing services in the community, select meaningful value chains to improve food security and dietary diversity, and understand the needs of the large youth population in the area.

Collaboration:
Understanding that local engagement leads to local ownership and, ultimately, improved development outcomes, the AVSI consortium is working closely with key stakeholders during the refinement year, laying the groundwork for ongoing collaboration during implementation. These include:
- Creating awareness about the interventions planned and reporting on those conducted to inform the stakeholders of our work and mitigate the negative effects caused by false rumors.
- Imparting knowledge such as best practices and lessons learned through Communities of Practice (COP) such as those implementing the graduation approach or those providing cash transfers.
- Collaborating with other implementing partners to prevent duplicating efforts, leverage synergies and resources across implementing partners’ activities, and learn from one another. 

Iterative Learning:
The Activity is using Participatory Rural Appraisal (PRA), comprised of both Community Mapping and Poverty Wealth Ranking (PWR) exercises, to identify beneficiaries. This methodology relies heavily on participation by the communities. The method is designed to engage community members and leaders in beneficiary selection, not only as sources of information, but as partners in gathering and analyzing information. In addition to the community self-selection process, the Activity used the Probability of Poverty Index (PPI), a 10 question survey as a quantitative measure to validate responses. After visiting 3 host community and 3 refugee villages, we held an After Action Review (AAR) to discuss lessons learned and solutions to the challenges faced before scaling up to over 150 villages. The team learned that:
- The version of the PPI was not sensitive enough to determine economic status (see top graph in photo)
- Many households were left off the household list provided by village leaders and as a result were not part of the PRA exercises
- The issue surrounding land is extremely sensitive. Both refugees and host community members have had land taken from them since the start of the settlement in 2012. Participants reported that they were afraid that AVSI was coming to take their land and at times would not speak to enumerators.

Members of the consortium brought together a Graduation COP to discuss targeting. This effort allowed the AVSI team to share their experiences – challenges and solutions, and learn from the experiences of others. This discussion provided pertinent information and confirmed next steps or informed a more productive path forward. The AVSI team revised the targeting approach and implemented another pilot exercise in 6 more villages. 
To improve the targeting exercise, the team:
- Created a new scorecard with 9 questions using the communities’ definitions of poverty as a guide, greatly improving their ability to target extremely poor households. The picture includes graphs of the results from the pilot beneficiary targeting exercise and how the improved scorecard identified a clear cut off point for poor and extremely poor households that was lacking in the first pilot (lower graph).
- Decided to do a social mapping exercise prior to the PWR. This entails walking through the village with local leaders to validate the household list to ensure all households are included in the PWR.
- Improved communications with local leaders from the unset of the PRA process.

	Why: In addition to a complex working environment, the Activity is comprised of many interrelated interventions to build the resilience of the beneficiaries. Using the woman as the entry point to the HH and targeting chronically food insecure households with the capacity to engage in productive activities, the Activity methodically builds confidence, increases capabilities, and changes the behavior of women and household members to improve nutrition, food security, and accumulation of assets and income. 

Rather than executing a list of activities designed months earlier, and without a sufficient understanding of the changing needs of the local context, the AVSI consortium is using CLA practices to encourage the perpetual improvement of program design and strategy. We are applying CLA principles including, but not limited to:

- Learning from assessments allows the team to apply the technical evidence base in planning and implementation to adapt to the specific environment and our stakeholders.
- Testing and exploring the theories of change to confirm validity and modifying to the context through an iterative, responsive, and inclusive process allows us to be more thoughtful, deliberate, and effective in our interventions.
- Conducting timely and meaningful pause-and-reflect opportunities and following through with decisions to manage adaptively allows the team to embrace solutions (both technical and in terms of delivery) that are revealed during implementation, adjust to conditions change, and understand how our own interventions can affect the system in which we are operating.


	Context: Uganda is currently experiencing record levels of refugee influx (approximately 1.4 million refugees), which has brought key donors and actors such as the United Nations High Commissioner for Refugees (UNHCR) and World Food Program (WFP) together to develop a strategy for long-lasting solutions. To increase the impact of current cash and food assistance these stakeholders expressed interest in adding a livelihoods and resiliency component in emergency contexts. It is believed that this approach will enable pathways toward self-reliance, while freeing up resources to address the needs of new arrivals.

The AVSI led consortium is working with 13,200 households (HHs) in the Kamwenge District that are economically active, but chronically unable to meet their basic needs without some form of assistance. 50 percent of HHs will be from the host community and 50 percent will be refugee HHs. 

The complexity of the context and the Activity interventions prompted the team to integrate CLA best practices into activity design and implementation. The Activity is working in two distinct, yet interrelated communities (refugee and host). The services do not distinguish between host community and refugees, while taking into consideration each population’s unique needs. Additionally, the number of interrelated interventions adds to the complexity of this Activity and the need for iterative learning and adaptation throughout design and implementation. Finally, the Graduating to Resilience Activity is working in an area of the country were issues surrounding refugees are critical. National policies regarding refugees are changing thereby affecting the Activity design such as changing the WFP cash assistance amount from a decreasing amount over 5 years to full, lifetime support. Additionally, relationships between the host population and refugee are positive, but strained relationships among the refugee population are stable yet tenuous. 

	Lessons Learned: Start from the beginning. Starting CLA from day one has paid huge dividends to the Activity even at these early stages, as evidenced by the decisions made for the betterment of the Activity design. As unexciting as planning may be and even if those plans change repeatedly, taking this time is an important part of any CLA strategy. Understand that CLA does not just happen; it takes time, resources, and commitment. Taking the time to develop a well thought out system for capturing necessary information and how that information will be used in current or future activity design is paramount.

Everyone on the team must be flexible. Things may change as new information is revealed. Being ready to adjust and move in a new direction is imperative. Since we started the refinement year in January 2018, the team has joked that things are changing on an hourly basis. Although it is not always easy to stay abreast of the fluctuations, the entire team has been supportive, willing, and able to go with the changing tide.

Context matters. Seems obvious, but we learned just how challenging it can be to understand the context in which we are working. For instance, there are many social cohesion factors at play in Kamwenge District – between the host and refugee populations and among the various ethnicities in the refugee settlement. Fortunately, we had the opportunity for a social scientist from Northwestern University to live in Kamwenge for six weeks to study social cohesion. Using qualitative approaches, she was able to uncover hidden tensions between ethnicities in the settlement. As we await a final report, we are already considering how our Farmer Field Schools, Group Coaching, and VSLAs may be effected by ethnic tensions and how we can use existing conflict mitigation groups to overcome this barrier.

	Factors: Enablers:
- Enabling Environment: FFP created an environment that provides the freedom to learn and adapt. AVSI, the prime contractor, is embracing ideas of CLA and is leveraging the opportunity provided by the donor. AVSI has created an environment where people are safe to test, fail, learn, and improve. The team working on the Activity is close knit, respectful, and supportive thereby embracing the three components of USAID’s CLA Framework Culture component.
- Technical Evidence Base: As a Randomized Control Trial (RCT) designed to test the cost effectiveness of varying graduation approaches, the Activity will adapt the Standard Graduation Approach, developed by BRAC, to the Ugandan and refugee context to address the underlying causes of food insecurity and vulnerability to shocks and stresses. Three treatment variations will be tested in parallel during the first 30 month implementation period. 

Obstacles:
- Technical Knowledge Base: The same learning component that is a strength for this Activity is also an obstacle. While providing critical information for the larger community of practice, working within the confines of an RCT reduces the ability to adapt during implementation. Despite the inflexibility of making changes in the RCT, AVSI is dedicated to applying learning and innovation so that the project can continue to innovate and adapt. To do this, the team is developing Adaptation Guidelines as part of the CLA Plan to define potential changes that will and will not affect the validity of the RCT. 
- Knowledge management: With an ever changing, fast-paced activity, the ability to consistently share information among team members is critical. Currently the knowledge management system is in its infancy and will be brought to bear later in the refinement period. 

	Impact 2: What we are seeing already:
Information attained during the various assessments is helping to inform decisions regarding the Activity design. The various assessments selected are helping the team understand the needs, obstacles, and other activities in the area. For example, the team debated whether or not the Activity should work with existing Village Savings and Loans Associations (VSLAs) or form new ones. Some worried that splitting up existing groups would disrupt an already functioning system based on trust and by assigning members to new VSLAs important social fabrics may be disruptive. Upon conducting the VSLA assessment, using a set of weighted components, the team learned that 86% of VSLAs in the settlement and 50% of VSLAs in the host community were rated bad or fair. VSLA members expressed the need for the village level savings group, and also the desire to start new groups with proper training and support. In response, AVSI is currently developing a plan to start and support new VSLAs.

What we are planning for the future:
Due to the complexity of the context and planned interventions, the team is designing an Outcome Mapping methodology. While the results from the RCT will allow the team to understand which treatment arm had the most significant change, outcome mapping will add qualitative data to understand why changes did or did not occur. This approach among others, will help the team understand causal pathways to change, which interventions had the greatest affect, and what interventions should be repeated in the second cohort. Additionally, the team is identifying proxy indicators to monitor the effect of the Activity beyond routine monitoring or baseline/end-line evaluations. These indicators will be particularly beneficial in monitoring the context, such as change in market prices, where the Activity is taking place. 



