
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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: Delvis Rodríguez & María Villalobos
	Organization: Save the Children Venezuela 
	Caption: After Action Review (AAR) - internal and external consultants with staff and partners in Anzoategui, Venezuela.Credit: SC Venezuela
	Case Title: After Action Review (AAR): Empowerment through learning
	Summary: The implementation the USAID/BHA-funded Multisectoral Assitance project was scheduled to begin in September 2022, but due to the COVID-19 pandemic, the implementation was delayed and the staff had to design remote implementation processes together with the implementing organizations (Fe y Alegría, Asociación Civil el Paragüero and Alimenta la Solidaridad), which represented a great challenge, due to the long distance of the communities and the difficulties of communication and Internet access. As this was the first project implemented by Save the Children in eastern Venezuela and due to the various improvisations that the staff was forced to make, it was considered that the follow-up of learning to identify weaknesses, good practices and strengthen collaboration between organizations, the After Action Review were implemented based on the approach of collaboration, learning and adaptability (CLA), based mainly on the subcomponent of pause & reflect and complemented by learning management, M&E for learning and internal collaboration.SC utilized the CLA to improve quality of the selection and registration process based on the data and by adapting new technologies. As a result of CLA approaches, SC has reached over 26,000 vulnerable Venezuelans with financial assistance to meet their basic needs; reduced the time between the selection and registration (48 hours vs one week); and expanded complementary nutrition, protection, and WASH activities through social media. 
	Impact: One of the main challenges encountered in the implementation of the AAR was the Venezuelan culture of criticism, which perceives feedback as something negative. At the beginning of the project, this was a challenge, but with proper communication of the objectives of the AAR and their results, this negative perception on feedback was overcome. Gradually the staff, mainly the partners, who were the most resistant to feedback, adapted and accepted AAR as a positive exercise. Project managers also became the drivers of the AAR, making use of the findings to adapt work plans to the realities of the field and staff needs and communicating progress in real time to the donor.On recent and future projects, based on this experience, Save is including the AAR as a central activity to achieve the Learning Agenda of the projects, involving roles, project managers and teams in the learning management and its uses for improving the community and partners engagement with the project and organization.                                                
	Why: Although CLA is rarely attributed to humanitarian programs, it fits the context quite organically. For this BHA-funded award, CLA was critical given that this was one of SC’s first awards in Venezuela, as the Country Office had been recently started. The comprehensive CLA approach allowed the SCV BHA team to capitalize on After Action Review (AAR), which stimulated the generation of ideas, identification of best practices, and unintended negative consequences of our programming. Above all, CLA stimulated the systematization of learning, in an organized, formal, and equitable way across SCV and local implementing partners.
	Factors: Some of the field staff had no humanitarian experience, which was offset by the social and humanitarian experience of the senior staff and the advisory group provided by SC and BHA. The AAR generated trust among staff who were then able to share their weaknesses and strengths, as well as those of various programmatic components and where improvements could be made. Having support and interest from SC leadership the donor (USAID/BHA) as well as financial resources allowed for continuous learning and adaptations.However, the cultural rejection to  feedback and lack of a systematic way of communicating achievements from the start created friction between team and caused confusion regarding project progress.  For future projects, SC Venezuela recommends developing a learning agenda or learning questions during the design phase of the project, which would include conducting ‘Pause & Reflect’ sessions and internal and external consultations regularly throughout the life of the project. SC also recommends conducting training for all staff on the importance of systematizing learning, processes, and use of data and said learning. 
	CLA Approach: The CLA approach was crucial in guiding the learning agenda of the humanitarian emergency project implemented in the state of Anzoátegui in Venezuela. This agenda focused on documenting learning, best practices, and adaptations that arose during the implementation of the response, as this was one of SC’s first projects in Venezuela, the first for the participating communities, and one of the first approaches by non-governmental organizations in Anzoátegui. Additionally, the staff of both SC and partner organizations had experience in the social sector but not in the humanitarian sector, which presented its own set of unique challenges.Among the tools used to manage learning in the project was the After Action Review (AAR), a ‘Pause & Reflect’ methodology that sought to generate spaces for reflection on implementation, which was used in two ways: planned and reactive or unplanned. Reactive AAR were generated in activities identified before or after their implementation, which showed a relevant learning opportunity for the project, either because it would be a repetitive activity or because another project in Venezuela would also apply it; planned AAR were carried out in two moments, one in the middle of the project (also called Mid-Project Consultation) and at the closure (Project Closure Consultation).AAR were convened by MEAL staff, who identified learning opportunities based on the evaluation questions formulated at the start of the project, or by the Project Manager in an effort to systematize learning. AAR consisted of three reflection-based questions: What worked well, what did not work well, and what can be done differently. In addition, An AAR was conducted after the distribution of food kits, which documented the entire implementation process and generated potential adaptations such as increasing awareness of the selection criteria and accountability mechanisms among the community and implementing several shifts for pick up in order to limit total number of people at one time at the distribution site and allow staff breaks in between pick-ups. The learnings from the ‘Pause & Reflect’ AAR resulted in more organized and efficient distributions, which was validated by the overwhelmingly positive  response from beneficiaries and community members who had previously reported dissatisfaction.The Mid-Project Consultation AAR (internal and external consultations) created space for all key stakeholders such as SC and partner staff, community promoters, and volunteers to share their perceptions and recommendations; the results of this consultation were very positive in terms of adjusting communication processes, improving the working environment and streamlining operational processes between SC and partners.On recent and future projects, based on this experience, Save is including the AAR as a central activity to achieve the Learning Agenda of the projects, involving roles, project managers and teams in the learning management and its uses for improving the community and partners engagement with the project and organization.  
	Context: Prolonged and significant economic crisis chronic inflation with episodes of hyperinflation, political polarization and localized violence remain key drivers of humanitarian needs in Venezuela for 2022. The ongoing economic contraction and the impact of broad sectoral sanctions continue to hinder the provision of essential services such as health care, water and sanitation, education and domestic gas, fuel, and electricity supply. The deterioration of public service delivery has negatively impacted the lives and livelihoods of vulnerable families. Protection-related services to address violence, abuse, neglect, and exploitation, including mental health and gender-based violence (GBV) have also been affected. Economic crisis, inflation and lack of income are affecting vulnerable people to receive the required and enough amounts of nutritional food supplies and have a varied diet. A survey done by the UN System, which consulted 4.000 people in 15 different States in Venezuela showed that 70.3% of people indicated that their principal necessities were related to access to food. [1] According to the International Organization for Migration, approximately 6.6 million Venezuelans have left the country as a result of the ongoing humanitarian crisis [2].Having this in consideration as part of the Venezuelan response, since September 2020, Save the Children and three (3) implementing partners (Fe y Alegría, Alimenta la Solidaridad and Asociación Civil El Paragüero), through the U.S. Bureau of Humanitarian Affairs (BHA), began the implementation of a multi-sectoral project to provide lifesaving, humanitarian assistance to crisis-affected Venezuelans in Anzoátegui, which ended on 28 February 22. The project was addresses four (4) specific components: Food Security (in-kind); Water, Sanitation and Hygiene (WASH); Nutrition; and Protection.[1] United Nations in Venezuela: results of trimestral monitoring (Caracas, 2021). Referenced in the Semestral report of Nutritional and Health for Venezuela (OCHA).[2] VENEZUELAN REFUGEE AND MIGRANT CRISIS https://www.iom.int/venezuelan-refugee-and-migrant-crisis
	Impact 2: 1. Better communication of achievements: through AAR, the team identified and systematized learning, best practices, and experiences, which allowed for real-time adaptations and improved communication of the project's progress to the donor (USAID/BHA) and SCV Leadership, the latter making use of this experience to adapt the other projects implemented in the rest of the country.2. Devising strategies for dealing with challenges: the AAR allowed for the identification of eventualities in the implementation of the activities, such as barriers to internal communication, improvement in the protocols for food kit deliveries, dissatisfaction on the part of volunteers, new ways of finding malnutrition in the communities and creating partnerships for the referral of serious cases that the project could not cover. This is thanks to the common space among all staff generated by the AAR. By identifying and describing eventualities, the team was able to design strategies to minimize or eliminate risks.One of the major successes of the AAR to date has been the food kit distributions. These pauses for reflection were held after each month of distributions,  which helped the team systematize the implementation and learning of the activity, in addition to identifying possible risks and generating preventive strategies or evaluating the perception of the beneficiaries through the collection of comments generated by them during the distributions. The Mid-Project Consultation also improved communication management, programming, and working environment of SC and partner staff, as the findings were able to identify gaps in understanding of various roles, program content, and operational processes. The findings of the consultation were also useful for the formulation of a proposal for the follow-on project, as it was able to clearly outline areas for improvement, best practices, and recommendations.
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