
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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: Elizabeth Shaw
	Organization: Catholic Relief Services
	Caption: A couple in the Kasaï Oriental Province of the DRC make decisions jointly to improve their children's nutrition. Credit: CRS, 2019. 
	Case Title: Budikadidi Internal Collaboration Drives Improved Integration and Nutrition in the DRC
	Summary: Proven interventions are typically designed to address a particular challenge, but vulnerable families do not see their lives as 'sectors' and face intertwined constraints. Collaborating and learning across sectors – in this case the gender and health sectors – to refine proven approaches for greater synergy can lead to better outcomes. At the start of its Development Food Security Activity in the Democratic Republic of the Congo, Catholic Relief Services carried out a detailed gender analysis. The analysis suggested that the project's planned approach for improving health and nutrition practices among women was inconsistent with prevailing gender dynamics where men made decisions and controlled resources. Empowered by USAID's Refine and Implement approach and by the project leadership's push for working multi-sectorally, the gender and nutrition teams collaborated internally to adapt planned approaches. The teams worked jointly to build a robust, integrated theory of change that articulated relationships between gender dynamics and health outcomes. Teams then collaborated to refine activities to improve couples' communication and joint decision-making to incorporate specific health and nutrition content, and revise nutrition approaches to put more emphasis on including men. The teams continue to conduct joint planning, joint field visits, and regular joint review meetings, and actively seek opportunities to further strengthen each other's work. After four years, an external evaluation found that both men and women have improved knowledge of health and nutrition, and men are less likely to make decisions alone about their wives' and children's health. Health systems data shows increased uptake of preventative health services. 
	Impact: Starting the project with a culture of openness and strong internal collaboration helped set the stage for a shared responsibility for outcomes. By working together on the theory of change and coming to an understanding of the interlinkages between different project sectors or purposes, the teams came to view their work from a multi-sectoral perspective. They have continued to conduct joint planning, field visits, and review meetings, and actively seek opportunities to further strengthen each other’s work. The Refine and Implement approach was instrumental in fostering this spirit of collaboration and willingness to learn and adapt. This approach built the team’s critical thinking skills and created psychological safety for questioning assumptions and being willing to adapt plans if new information suggested the need for a course correction. Because field teams participated in these processes and collaboration, they felt ownership over the choices and were committed to achieving success. Throughout project implementation, the team has continued to review the theory of change as a multi-sectoral team: as part of review and planning meetings, technical leaders from different sectors add evidence, question assumptions, and propose revisions as appropriate. Having multi-disciplinary teams collaborate on these reviews has helped to break down silos and focus on impact-level changes in addition to activity-level performance data. In addition, technical leads consider inputs from their peers in other sectors to be particularly valuable as they ask good questions and can help them see things they may have missed. A key technical lead explains this, “One of the key differences I noticed is the transformation of the language used: The gender team now use and speak to nutrition concepts like the first 1,000 days and the health staff talk about joint decision-making and task sharing between couples.”
	Why: CRS has long emphasized the use of project data (including qualitative data) for learning through its Simple Measurement of Indicators for Learning and Evidence-Based Reports (SMILER) approach. During their early SMILER workshop, the Budikadidi team planned quarterly reflection and planning meetings, a key component of the SMILER process and a CRS best practice, to take place across the program lifetime, structuring pause & reflect opportunities to determine course corrections based on project data and field feedback. USAID's Refine and Implement process further empowered the Budikadidi team with the skills and psychological safety early in the program lifetime to commit to continuous learning and adaptation. USAID provided training and ongoing encouragement throughout the Refine and Implement year to equip the CRS field team to embrace CLA. For example, USAID facilitated a workshop for developing a theory of change and consistently reiterated expectations that the project should strive to learn and adapt to its contextual reality to maximize success. CRS’s project support and technical assistance teams provided additional coaching and training, drawing on the SMILER approach and tools.  As a result, the project technical teams were empowered to collaborate toward higher-level purposes, learn from emerging information, and adapt plans to better respond to field needs. Therefore, when new information suggested that local gender dynamics would threaten the success of nutrition and other food security goals, the team was driven to work together to overcome the obstacles and achieve higher-level project purposes. The team drew on CLA skills they had learned from USAID or within CRS to find solutions.
	Factors: CLA for improved health and nutrition outcomes in the Budikadidi project was enabled by donor support, project leadership, and technical teams’ openness to new perspectives. The USAID team made clear their expectation for the Refine and Implement period and encouraged the team to conduct assessments, discuss and learn from the results and apply the findings to adjust the program for greater impact. The project leadership team encouraged colleagues to work beyond their technical sectors. The nutrition team was inspired by a high-quality gender assessment and was open to questioning their assumptions. The highly dedicated gender team was determined to make gender ‘everyone’s business’ and consistently capitalized on opportunities to build capacity of other colleagues and explore collaboration. Of course, the team faced challenges, including technical misunderstandings, reluctance to change, and budget limitations. At first, the gender team equated nutrition with food distribution. The nutrition team had to build their gender colleagues’ understanding of a 1,000 days approach so they could identify optimal collaboration opportunities. Both teams also felt restricted by existing budgets (whether they were elastic enough to accommodate change) and proven methodologies (whether adaptation would undermine their impact). Ultimately, both approaches were refined while maintaining the elements deemed technically essential. Unfortunately, the budget could not accommodate full expansion, meaning not every household received both services. The nature of these challenges taught the team that a true commitment to CLA requires not only constant reflection on the program theory of change, but also the more tedious but critical work of fine-tuning detailed plans and budgets to execute meaningful adaptations. The importance of CLA, modeled by program leadership and donor representation, during Budikadidi start-up kick started this commitment early and embedded a desire for continuous learning yielding improvements in nutrition observed today.  
	CLA Approach: The project’s gender and nutrition teams embraced openness and used internal collaboration to develop a participatory theory of change and draw on the technical evidence base to adapt and refine planned activities based on continuous learning. At the theory of change workshop, the teams collaborated internally to articulate the logical linkages across project sub-purposes. The gender and nutrition technical teams worked together during the workshop and in subsequent weeks to revisit their implicit theories of change and to revise them in light of the new information. The revised theory of change acknowledged that (1) improving couples’ communication and strengthening joint decision-making was a prerequisite for women being able to act on new health and nutrition information, and (2) men were key decision-makers and stakeholders in health and nutrition decisions because they controlled the resources (especially financial resources but also to an extent women’s time) and as such needed access to information that would allow them to act in a way that best benefited their families.     Following the theory of change workshop, the teams continued collaborating at joint planning workshops and in their daily work to review already planned (and budgeted) activities to determine if they could be adjusted to address these needs. In a spirit of openness, both teams reviewed their own planned approaches as well as the manuals and curricula of the other sector. The gender team trained nutrition staff in the key concepts and approaches of their sector and vice versa. From this foundation of mutual understanding, two entry points emerged. First, Budikadidi had planned an activity focused on improving couples’ communication and joint decision making in general. The nutrition team supported the gender team to develop and integrate tailored content and examples around the importance of health and nutrition services, diet quality for the family, and the potential for a woman’s workload to reduce her ability to optimally feed her children. This content provided men access to basic health and nutrition information and encouraged couples to make decisions together about health and nutrition. Second, the gender team assisted the nutrition team to refine their health promotion approach. The nutrition team drew on the technical evidence base and visited other projects, speaking with staff and participating families to garner ideas about engaging men effectively. With this input, the nutrition team shifted from a primarily group-based strategy to home visits, which enabled men and women to receive the same information at the same time and engage as a couple for the uptake of recommended behaviors. With support of the gender team, and in collaboration with the DRC's Ministry of Health, the nutrition team adapted images from standard government health promotion materials to include men, and revised content to include messages about what men and women (or parents) should do (rather than just what mothers should do). Throughout implementation, the teams continued to embrace a spirit of continuous learning and improvement. Teams conducted joint field visits at least quarterly. Mural-size printouts of the theory of change decorated the project office and helped to keep the project team conscious of how their work was interlinked and contributing to a bigger goal. The project management led the full project team in formally reviewing the theory of change at least annually. Multi-sectoral groups applied colored post it notes to highlight where monitoring and evaluation data confirmed or questioned the assumptions and pathways. As a result of such exercises, the innovation of using couples to conduct nutrition promotion work was suggested, tested, quickly determined to be duplicative, and phased out in a strong example of adaptive management.  
	Context: In Fiscal Year 2016, USAID issued an award to Catholic Relief Services (CRS) to implement a Development Food Security Activity (DFSA) in the Democratic Republic of the Congo (DRC). The activity, named Budikadidi, which means "self-sufficiency" in Tshiluba, serves about 70,000 families in Kasaï Oriental province. Budikadidi's goal is to ensure that households achieve sustained nutrition, food security, and economic well-being outcomes. The project was among the first cohorts of Bureau for Humanitarian Affairs (BHA)-funded awards to use the Refine and Implement approach. Refine and Implement is a post-award co-creation process that aims to improve collaboration, activity design and focus, and implementation planning in partnership with BHA. During the Refine and Implement period (approximately one year in duration), CRS conducted several assessments and studies to help guide implementation plans. These assessments took on increased importance for the project due to an emerging conflict which forced the project to shift geographic targeting.  One of the key studies was the detailed gender assessment which revealed strong gender imbalance. The project team originally planned to use women’s groups as the main platform for promoting uptake of improved health and nutrition behaviors. The assessment showed, however, that women carried a heavy labor burden but had very little agency over resources and decisions impacting their own health. Men controlled household finances as well as health and nutrition decisions (including what was planted, what food was purchased, when women sought health care for themselves or their children, etc.), and restricted women’s ability to engage in activities outside the home (including care seeking and participation in educational groups). Accordingly, the project team sought to refine its plans to better align to the contextual reality and address the inter-related nature of gender and health challenges. 
	Impact 2: After four years of implementation, an external project evaluation found increases in health and nutrition knowledge among both men and women and decreases in the percent of men who make decisions alone about their wives’ and children’s health. At baseline, more than half (52.5%) of men made decisions alone about their wives’ health and nutrition; following this intervention, this has reduced to about a quarter (28.1%). Likewise, only 16.5 percent of men now make decisions alone about their children’s health and nutrition, down from 40.1 percent at baseline. Nearly three quarters of men (74.4%) and four out of five women (81.3%) have strong knowledge of optimal health and nutrition practices, a substantial increase from baseline for both genders (men 56.4%, women 62.5%). Local health system data has shown increased uptake of key services. For example, child preventative care visits increased by 285 percent (71% per year) during the project. Project staff and participants agree that the extent of behavior change that has occurred during the life of the project would not have been possible if the project had not had such strong internal collaboration, openness, and commitment to continuous learning and improvement. Participating women, for example, credit the couples strengthening work with empowering them to be able to act on what they have learned about nutrition and health.  Project technical advisors, meanwhile, note that the intentional efforts to echo content across the gender and health interventions has led to project participants being able to articulate how couples’ communication and joint decision making specifically supports their health and nutrition in a way that has not happened in other projects where the activities are more siloed. Field staff credit frequent multi-disciplinary theory of change reviews and other ‘pause and reflect’ moments with pushing them to think holistically and driving better results. 
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