
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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: K. Flower, N. Oguge, K. Mutu, K. Connolly
	Organization: Environmental Incentives
	Caption: Mr. Telesphore Ngoga reviews a map of East Africa's wilderness landscapes at the Economics of Natural Capital in East Africa Program Inception Workshop in Rwanda. Credit: Nathan Chesterman for Environmental Incentives
	Case Title: Leveraging CLA’s “Je Ne Sais Quoi” for East Africa’s Wilderness Landscapes
	Summary: East Africa’s iconic natural capital spans national boundaries, industry sectors, and habitat types, delivering ecosystem services to 33 million people. To effectively protect and manage these landscapes in the face of climate change and other threats, policymakers at the local, national, and regional level need evidence that captures the full value of the region’s natural capital. Recognizing this need, the East African Community (EAC) wanted to increase their ability to make evidence-based transboundary policies and programs that improve land use and development. In response, USAID designed the Economics of Natural Capital in East Africa Program (NatCap), implemented by Environmental Incentives (EI) and Anchor Environmental Consultants (Pty) Ltd.NatCap applied two key CLA principles – external collaboration and evidence-based decision-making – and, most importantly, this locally led project created space for the “je ne sais quoi” of CLA, emphasizing relationship building and connection over traditional metrics. Through the project, our team cultivated and maintained a cohort of diverse decision makers across Burundi, Kenya, Rwanda, South Sudan, Tanzania, and Uganda who determined what evidence was gathered through co-design, validated the evidence collected, and collectively adopted an Action Plan informed by that evidence. At the end of the project the EAC Technical Working Group moved to adopt the Action Plan, a critical step towards enacting evidence-based regional policies to protect natural capital. Today, development partners and policy makers alike can confidently and collaboratively make decisions based on evidence that is well reasoned, broadly supported, and ready for investment.
	Impact: We (the NatCap team) pride ourselves on being able to implement many different aspects of CLA, and yet the work was challenging, largely due to needing to manage for the intangible (or, immeasurable) aspects of CLA. Through the project, we gained a new appreciation for and set of skills to implement CLA beyond the work plan.One way that we changed is that we had to invest more time and resources than anticipated into internal coordination. As the complexity of the project, the size of our team, and the number of researchers and stakeholders grew, it took increasingly higher levels of coordination to ensure that our engagement, capacity-building, research, and communications teams were working toward a common goal.We also learned that so much of collaborating doesn’t happen in emails or meetings. Instead, vital outcomes - the generation of a new idea, an increased willingness to come to consensus, or a strengthened personal connection - often come during coffee breaks, on phone calls, and other trust-building activities. To harvest the “je ne sais quoi” of CLA, we built flexibility into our work plan enabling our team to engage stakeholders in a variety of ways and settings. And, rather than traditional metrics, we used outcome harvesting to document the results.We don’t know what might have happened if we hadn’t taken a CLA approach, or left space for the “magic,” but we imagine that we would have been left with uncoordinated teams with disparate expectations. We would have had less buy-in to or uptake of the results. We would have had less resonant or implementable actions in the Action Plan and fewer synergies with other teams and programs, inhibiting future collaboration. We might have had technically sound products, but they likely would have ended up sitting on a shelf instead of adopted and implemented by key stakeholder groups.
	Why: USAID intentionally designed NatCap to apply advanced CLA approaches that link external collaboration, including capacity strengthening, to improve the use and outcomes of scenario- and evidence-based decision-making. Too often, research is produced at the end of the project with no onward funding for dissemination and uptake. And, frankly, even a great dissemination strategy is not enough to move the needle when deeply entrenched approaches are challenged. The best way to counter this is to intentionally link the generation of evidence to its communication, understanding, and use within the same project, so that measures of success are linked not only to the generation of new knowledge but also to its application to address development challenges. As a collaborative organization, the EAC was highly motivated to engage in CLA processes to improve decision-making. Our team recognized that to effectively generate the evidence needed using nontraditional measures (i.e., not GDP) and to ensure it would inform policy, it was important to not only use a CLA approach, but also to knit together the “right” and “left” sides of the model. To do so we facilitated stakeholder engagements to link evidence generation to action planning, thereby building an enabling environment that improved decision-making. The study that the EAC helped design was a first-of-its-kind measure of both regional and national value of transboundary landscapes, which opened new discussions of how to harmonize wildlife management across national borders. Putting collaboration front and center was fundamental to avoid “data on the shelf” and to instead ensure that the six EAC countries could adopt transboundary policies and actions to address climate change, land degradation, and biodiversity loss.
	Factors: One of the biggest challenges we faced at the beginning of the project was the fact that many of our key stakeholders did not have sufficient understanding of natural capital valuation to respond effectively to the results of the study. In response, we worked with USAID to develop a capacity strengthening initiative that targeted influential technocrats with sway on high-level decisions and policy. We trained these stakeholders on metrics and methods used to measure changes in natural capital stocks, how assessment results may be interpreted and tested, and how to integrate natural capital into management and policy-making processes. Through a capacity needs assessment and subsequent evaluations, we learned that we had been effective: participants were substantially more ready to participate in natural capital valuation and to apply the findings of this and similar studies.One of our most important enablers was the way in which USAID incorporated CLA into the design, which essentially established (or at least facilitated) a path toward regional harmonization of transboundary policies and management of natural resources. Another important enabler was contractual flexibility to reorder processes and reschedule timelines when working with stakeholders such as the EAC, which is an intergovernmental institution with its own priorities and timelines. Also, USAID’s long-standing relationship with the EAC had built trust that our project depended on. As a result, our EAC colleagues were willing and often able to adapt to our needs, for example, by collaborating remotely through video conferencing as a response to COVID-19. They also were able to accommodate NatCap agenda items into their standing meetings.As a result, our team would recommend the following: (1) Stakeholder engagement in decisions may need to start with capacity-building to maximize collaboration; (2) Intentionally build CLA into project design for maximum impact; (3) Set an expectation for flexibility around timelines and deliverables as collaboration informs the pathway and outputs of any engagement; (4) Trust and relationship building are foundational to allow for the "je ne sais quois" of CLA, linking the “left” and “right” sides of the wheel.
	CLA Approach: Evidence-based decision-making, especially in a policy setting, requires understanding what knowledge and individuals are necessary to make decisions and then prioritizing stakeholders for strategic collaboration. We enhanced our CLA practice by following the 5 A’s for Evidence Use (Ask, Acquire, Appraise, Apply, and Assess) to guide knowledge generation, uptake, and application.     First, those generating the evidence must be able to Ask the right questions. Through a series of workshops and facilitated discussions, we designed the study in close collaboration with USAID, EAC, the private sector, NGOs, and others. We first asked participants to create collective selection criteria to determine which landscapes would be studied. They ultimately selected four transboundary landscapes based on ecological importance, economic prospects of managing transboundary habitat, and where natural capital assessment information could best improve decisionmaking and inspire action. Their involvement in selection was critical because it leveraged their local leadership and helped identify any political considerations of equity, inclusivity, and ecological and economic value.      Next, we Acquired evidence in three ways: we combed through existing literature, analyzed global and local geospatial datasets, and generated new evidence to fill the gaps with key informant interviews of experts and focus groups of stakeholders and beneficiaries.      Early in implementation, we identified a challenge: most stakeholders were unfamiliar with natural capital valuation and therefore unprepared to validate the findings. We designed and implemented a capacity-building program for key decision-makers to prepare them to validate the results of the study. We then Appraised and improved the quality of the findings through validation activities that identified and filled gaps in the evidence. The capacity building work fostered unity, ownership, and learning and informed the resulting synthesis report.      We developed a stakeholder engagement plan to catalyze external coordination and buy-in. Using USAID’s Biodiversity How-To Guides, stakeholders Applied the study findings to a logical framework called a situation model. This model set up scenarios that allowed stakeholders to make decisions about strategic actions that would conserve or enhance the important elements of natural capital in each landscape and region-wide.      Finally, we facilitated a multi-level collaborative effort for stakeholders to develop an Action Plan that includes benchmarks for the EAC and others to make evidence-based decisions about the best course of action, develop a baseline, and then Assess their achievements and adapt their approach along the way. Each step of the Action Plan incrementally applies integrated recommendations from different stakeholders and types of expertise, thus ensuring all relevant actors are represented and have a role to play in a locally relevant and effective set of actions.     Along the way, we adapted our approach in response to challenges, resulting in key lessons learned:        • Invest early in products that clearly communicate findings. The valuation research resulted in a 300-page report. Because the information hadn’t been validated, the implementation team hesitated to invest in a summary report and infographics. Our USAID colleagues challenged us to develop a product right away that contextualized and synthesized our findings as an input into the validation process. Making the information more accessible vastly improved the quantity and quality of engagement by and feedback from stakeholders during validation.       • Stakeholders come first. It was challenging to align the timelines and objectives of our project, the EAC, the business community, and other stakeholders. We overcame this by investing in building relationships with contacts in each stakeholder group. This included exerting extra effort to retain the same EAC partner state representatives throughout the project, and quickly planning a hybrid bilingual workshop to enable all partner states to participate.       • Localize in-person efforts. Coordinating joint efforts on an analytical and advocacy project with geographically dispersed partners was a considerable challenge for collaboration, compounded by COVID-19. While technology was a powerful bridge, we often encountered less-efficient stakeholder engagements. We overcame this, in part, by hiring 12 on-the-ground coordinators – one for each landscape within each country – who assisted throughout the project with in-person stakeholder engagement, focus group facilitation, technology support, and translation.      • Stakeholders must understand the data and scenarios to use them in decision-making. By investing in a capacity strengthening program focused on the 'how,' the 'why,' and the 'so what' of natural capital valuation, we came to the project’s end with a cohort of technocrats who were comfortable with the work and ready to use the results to prioritize development decisions. 
	Context: Responding to the climate crisis is at its core a CLA challenge. Nature does not adhere to political boundaries and preserving it requires collaborative and adaptive decision-making across governments, institutions, and communities. In 2019 policymakers from the East African Community (EAC) and partner states Burundi, Kenya, Rwanda, South Sudan, Tanzania, and Uganda recognized the critical threats to the region’s wildlife landscapes and the need to develop regional evidence-based policies to protect them. A collective decision-making body itself, the EAC sought outside support to first gather landscape-level evidence and input from stakeholders from a variety of sectors, and then connect that evidence to regional policy actions. The EAC's diverse group of decision makers included technocrats specializing in wildlife conservation, budgeting, and economic growth and represented many different languages, geographies, and cultures. Policymakers typically use economic measures like GDP to inform decision-making. However, GDP only recognizes the value of resource extraction. In many cases, conserving or sustainably harvesting nature can provide far more economic value; when nature is lost or degraded, its services are costly to replace. Relying primarily on GDP, the existing evidence base fails to capture the full value of ecosystem services, thereby increasing the risk of unplanned, unintentional, and irreversible damage to nature. Recognizing that policymakers lacked the economic data to make the case for effectively valuing ecosystem services in land use and development decisions, USAID/Kenya & East Africa (KEA) designed the Economics of Natural Capital in East Africa Program (NatCap) to better assess the value of natural capital and strengthen regional policy dialogue. While previous approaches focused solely on gathering evidence, NatCap sought to improve the conservation and management of four transboundary landscapes by directly connecting evidence generation, stakeholder engagement, and action planning. 
	Impact 2: Thanks to the careful selection and use of CLA approaches, NatCap is having and will continue to have big impacts on development outcomes. The assessment highlighted the top threats to each landscape, as well as the projected loss in ecosystem services through 2050 if policymakers and land managers conduct business as usual. However, these findings would not have been effectively adopted by the key stakeholders were it not for the commitment to CLA practices. By NatCap’s close, the project included substantive input from more than 350 stakeholders from the six East African countries and the EAC. The evidence-based Action Plan includes three major strategies and several recommended actions to implement them. In December 2021, leaders from the EAC and Partner States moved to adopt the final synthesis report "Protecting Natural Capital in East Africa: The Cost of Inaction" and the accompanying Action Plan. As a result of our CLA efforts, stakeholders believe in the evidence presented, were engaged in decision-making, and are prepared to collaboratively implement the Action Plan across shared boundaries. This level of buy-in is critical to NatCap’s impact on development challenges. Stakeholders have a deep sense of ownership over the Action Plan and are therefore much more likely to enact regional policies to collaboratively protect the region’s natural capital.In the future we expect to see stakeholders use the technical assessment or/and the Action Plan to inform policies or regulations that address natural capital conservation or management. Though the project ended in May 2022, the EAC has already moved to allocate resources to improve collaboration among partner states for management and conservation programs.
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