
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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



 

 
 

 

    
  

 

    
  

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: Ashleigh Mullinax
	Organization: Global Communities
	Caption: Prioritizing Learning Agenda Questions in Miro with SSI. Credit: Global Communities
	Case Title: Strengthening Organizational Capacity in Botswana
	Summary: As part of Local Capacity Strengthening (LCS) activities in a PEPFAR-funded project focused on OVC and DREAMS in Botswana, Global Communities provides technical support in a few prioritized areas, including CLA. In 2021 and 2022, Global Communities worked with one local partner, Stepping Stones International (SSI), to strengthen their capacity in CLA. Through targeted technical assistance including utilizing the USAID CLA Maturity Assessment Tool to assess SSI's maturity; help in the development of an organizational learning agenda; development of guidance to recruit for CLA positions and embed CLA into M&E plans; and, execution of a facilitated peer exchange, Global Communities successfully strengthened SSI's capacity in CLA and has empowered them to lead their own CLA journey. This story is significant as it highlights the importance and potential of CLA as part of broader LCS activities/initiatives. By strengthening a local partner's capacity in CLA, USAID and current USAID implementing partners organizations have the opportunity to not only increase the odds that local partners will be able to secure their own development funding but also that they will be able to better use data, evidence and learning to improve their implementation, thereby directly benefiting the individuals and communities they serve. 
	Impact: Global Communities has not yet conducted an official evaluation of how its CLA capacity strengthening impacted SSI. However, we know from conversations with SSI staff throughout the support period that positive results have occurred. Most notably is that, following the CLA Peer Exchange, SSI shared that they were moving ahead in hiring a staff member who would be solely dedicated to CLA. This is an enormous commitment to CLA for an organization that, just one year ago, was only just beginning their journey into better understanding CLA. Informal feedback from the CLA Maturity Assessment Workshop, the Learning Agenda workshop and the Peer Exchange were that they were all extremely helpful to SSI, had given them additional ideas on ways that they could deepen their data use, collaboration and learning opportunities and that they were now "on board" with the importance of CLA for their organization. 

For Global Communities, we learned a great deal from working with SSI. Designing and executing targeted CLA capacity strengthening activities for SSI helped us to develop and refine resources that can be used by other projects and staff across the organization. Furthermore, it helped to build our experience in LCS which, again, we hope to (and have already) applied to other projects in other geographical areas in the future. 

	Why: Capacity strengthening was built into the Botswana OVC project and integral to the project's overall objectives, specifically for increasing local buy-in, ownership and long-term sustainable impact. Through the project, PCI was building on a decades-long legacy of capacity strengthening work in Botswana that aimed to strengthen the role played by civil society organizations (CSOs) in the prevention, mitigation and delivery of integrated, high-quality HIV/AIDS treatment and support services in the country to achieve a broader systems-level goal of strengthened collaboration between CSOs and the government. In summary, it was never a question that capacity strengthening would be a part of the work with PCI and SSI. However, CLA emerged as a topic of interest specifically from SSI who, as mentioned previously, recognized its importance in becoming competitive for future USAID funding. USAID Botswana encouraged SSI to focus on CLA as a capacity strengthening area and SSI took this seriously in discussions regarding its contract with Global Communities following their transition from sub to prime. However, it was only after  Global Communities' CLA technical assistance began that SSI also began to realize the full potential of how CLA could benefit their culture and operations. Through discussions using the USAID CLA Maturity Assessment tool, SSI identified areas where CLA could improve SSI's Monitoring and Evaluation (M&E) activities, its culture around reflection and its collaboration with local partners.

	Factors: One enabler that helped to initiate the activities was the identification and inclusion of CLA technical support in Global Communities' post-transition contract with SSI, initially shared as a general recommendation from USAID and Botswana. Without this clear directive, CLA activities would have not been prioritized or resourced. Another critical enabling factor is that SSI had resources to be able to fund Global Communities' technical support in CLA. Given that SSI was operating independently from Global Communities, the CLA support that has been described above was developed and implemented as a formal contract, with deliverables and a payment schedule between Global Communities and SSI. Without these resources, support would have not been possible. Having technical staff at Global Communities with the skills, cross-project experience, time who could lead the implementation of the CLA activities was also critical. However, it must be noted that this technical staff prioritized facilitation vs. instruction and had skills not only in CLA but also in workshop design and facilitation. They also had the support of the project team, both at HQ and in Botswana, to communicate directly with SSI to manage and implement activities with few roadblocks. Finally, an enormous enabler for the success of this activity was openness and energy of SSI's Executive Director and staff. Not only did SSI itself identify CLA as a critical area of growth for them, they approached every activity with enthusiasm, commitment and curiosity which strengthened the relationships between them and Global Communities. 

The biggest obstacle for this case study was the time that it took to define and schedule the CLA activities. In two organizations where staff play multiple roles and are responsible for a myriad of activities, prioritizing CLA was a challenge at times. However, having the contract deadlines as guideposts helped to keep CLA at the front and center so that activities could be carried out. 

	CLA Approach: Discussions around CLA support to SSI began in January 2021 as part of the contract negotiations and development. The activities in the original contract were educated guesses of the types of activities SSI might initially benefit from given early conversations. However, more detailed activity scoping did not take place until almost six months later. As part of the original contract, Global Communities agreed to support SSI on four major CLA activities including an introductory training on CLA; facilitation of the CLA Maturity Assessment Tool for SSI staff; training, tools and facilitation to develop an organizational learning agenda; best practices, tools and examples to embed CLA into M&E plans and job descriptions; and, a peer knowledge exchange with other Global Communities CLA project representatives. Throughout the summer of 2021, Global Communities worked with SSI to define roles and responsibilities for these activities as well as a budget and timeline. 

Although taking place later than desired, the Introduction to CLA training was finally held in September 2021. Global Communities' staff in Botswana led a 1.5 hour-long online training for SSI staff working in leadership, MEL and Programs to introduce them to the fundamentals of the CLA Framework. Following this training, SSI ranked their top 3-4 CLA sub-component areas to further explore during an assessment of their CLA maturity using the USAID CLA Maturity Assessment Tool. Applying the CLA Maturity Assessment Tool took place in October 2021 during a two-hour session where the assessment tool was adapted for virtual facilitation using Microsoft Teams, PowerPoint and Miro (for the action planning exercise). SSI selected members of its staff to participate representing its M&E and Programs departments. At the end of the session, SSI had agreed on current and aspirational stages of maturity for three CLA sub-components (M&E for Learning, Pause and Reflect and Knowledge Management) as well as on some initial action items that they could pursue to advance their maturity in these areas. Following the workshop, Global Communities worked with SSI to further refine their action items in an effort/impact grid and workplan them out. 

In March 2022, Global Communities organized two more virtual sessions to support SSI in developing an organizational learning agenda, one of their original priorities substantiated by the CLA Maturity Assessment exercise which identified a need for increased data and evidence to inform programming. Throughout the workshops, SSI explored knowledge gaps in key areas where they currently work (including education, PEPFAR, life skills and psychosocial support) and brainstormed learning questions to fill these gaps. By the end of the workshops, SSI had developed a prioritized list of learning agenda questions and had begun to think through data collection, resource needs and strategies for disseminating learning from answering these questions. 
Also in March 2022, Global Communities developed two guidance documents for SSI around (1) recruiting for positions with CLA responsibilities and (2) embedding CLA into M&E Plans. Both documents drew from Global Communities' experience and, for the recruitment document, existing job descriptions posted by 12 different development organizations on DevEx. 

The final activity in Global Communities' CLA LCS work was a Peer Exchange that took place in April 2022. For this activity, Global Communities brought together project staff in Sri Lanka and Kenya with CLA responsibilities to share experiences and lessons learned on implementing CLA on their projects. For 1.5 hours, again online, SSI was able to hear real-life experiences (including challenges and how these challenges were overcome) of the CLA journey of two projects. Most notable were the lessons learned and reflections around the importance of leadership and culture for institutionalizing CLA. Discussions about how a country or region's culture can also impact how staff in an organization or on a project feel about challenges and failure were also illuminating.  


	Context: Project Concern International (PCI), now Global Communities, has implemented the six-year USAID and PEPFAR-funded Comprehensive Care & Support for OVC project in Botswana since 2016. This project aims to strengthen community agency to seek, support, and provide HIV/AIDS-related services to orphans and vulnerable children (OVC) and their parents and caregivers. In 2018, PCI was asked by USAID to submit an addendum to the existing agreement to reflect new additional activities to be added to the project framework, including: Provision of technical assistance to strengthen the capacity of local organizations to be able to manage US Government resources and transition from sub-recipients of PCI to direct recipients of USAID through sole-source transition awards.

One of the partners, Stepping Stones International (SSI), formally transitioned to become a direct USAID-funded prime implementing partner in 2020, following a successful proposal submission and award negotiation to USAID. Following this, Global Communities developed a Memorandum of Understanding (MOU) to define the evolving partnership, the post-award capacity strengthening process and the desired outcomes of the partnership. 
One area of capacity strengthening that was outlined in the post-transition process by SSI was capacity development in CLA. SSI's leadership was aware of CLA through previous conversations with USAID in Botswana and recognized its importance in helping SSI to be more competitive for future awards. Global Communities entered into a service contract with SSI in 2021 outlining some initial areas where CLA support was desired. Beginning in the fall of 2021, CLA capacity strengthening began with SSI and will continue through September 2022.

	Impact 2: Global Communities would like to collect more data on this topic but feedback from the collaboration between Global Communities and SSI supports a theory of change that CLA and LCS go hand in hand. By strengthening a local partner's capacity in CLA, an international NGO like Global Communities can help the partner become more competitive for future funding opportunities, thereby strengthening the ability of the local partner to compete, win and manage their own development activities. Indirectly, strengthening a local partner's capacity in CLA supports them in their efforts to become a learning organization which, as evidence has shown, is critical in using evidence-based decision-making to adapt strategically as needed. 

What we do know is that, largely due to the CLA technical assistance provided by Global Communities, SSI is following through on a number of activities to strengthen their program implementation and relationships with key stakeholders. Of note, SSI plans to improve the mechanisms to obtain stakeholder feedback from their activities, strengthen feedback loops, plan regular stakeholder engagement activities with key stakeholders, and focus more on evaluations and assessments that answer larger questions about program impact. These action items, taken directly from the CLA Maturity Assessment exercise, will undoubtedly improve SSI's program implementation and, as a result, the quality of the services to the beneficiaries they serve.
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