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

Pause & Reflect 

Adaptive Management 

Technical Evidence Base 

Theories of Change 

Scenario Planning 

M&E for Learning 

Internal Collaboration 

External Collaboration 

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?

3. Why did you use a collaborating, learning, and adapting approach?



  

 4.  Describe how you used collaborating, learning, and adapting in this case.



  
 

 

 

5b.  Development Results: What impact, if any, has CLA had on your development outcomes?


5a.  Organizational Impact: What impact, if any, has collaborating, learning, and adapting 
had on your team, mission or organization? 



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, International Resources Group, a subsidiary of RTI.
	

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

6.   What factors affected the success or otherwise of your collaborating, learning 
and adapting approach? What were the main enablers or barriers?
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	Submitter: Morgan Benson
	Organization: Results for Development Institute
	Caption: RF MERL conducts a focus group discussion with female caregivers in Battambang Province, Cambodia. Credit: Emily Kenney, R4D.
	Case Title: Applying the Rapid Feedback MERL Approach with Family Care First Cambodia
	Image_af_image: 
	Summary: Family Care First (FCF) Cambodia is a multi-stakeholder initiative that includes 27 implementing organizations and seeks to develop a comprehensive care system in Cambodia to prevent family-child separation and promote the re-integration of children from residential care institutions to families. FCF is partnering with the Rapid Feedback Monitoring, Evaluation, Research, and Learning (RF MERL) Consortium to identify untested, innovative ideas that FCF Cambodia partners want to test before scaling their intervention models. This case study shares findings from a formative evaluation that the RF MERL Consortium conducted and designed to inform the design of FCF activities and learning experiments moving forward. Specifically, the Consortia aimed to identify promising message themes and communication channels to test for both a community social and behavior change communication (SBCC) campaign and a donor/volunteer SBCC campaign. The results of this adaptive learning engagement will inform the future of FCF implementation, with opportunities for scale up nationally.
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	Impact: The formative evaluation has dramatically impacted the design of the FCF Cambodia initiative. With stronger insights into target audiences, the focus of the community SBCC and corresponding feedback experiment flipped from communication channel to message, and with the donor SBCC, the focus switched from message to channel, as explained below:• Community-SBCC: Interviews and focus group discussions showed that village chiefs and other channels were clearly most appropriate to each communities. However, they also revealed uncertainty in which messages would be most effective to share, as well as some high-potential messages to test during the upcoming Feedback Experiments. In addition, the RF MERL Consortium supported CCT in developing selection criteria for their villages of focus, using evidence from the formative research in conjunction with CCT’s operational capacities to identify village service levels.• Donor-SBCC: Formative research findings gave evidence for FI to shift their upcoming campaign away from faith-based groups and corporate social responsibility groups. There existed some uncertainty around target audience and how best to reach them. FI's stakeholder meeting's plan and outcome changed significantly due to the formative research findings. Originally, it was intended to only focus on designing a new campaign message for stakeholders to agree upon. Instead, they were able to facilitate a session that used the research findings to collaboratively identify target audiences, conduct a Strengths, Weaknesses, Opportunities, and Threats (SWOT) analysis of the existing campaigns, and then propose broader campaign strategy options for stakeholders to vote on.The formative research not only informed the next phase of RF MERL work and experiment design, but also provided more evidence for CCT and FI to build on current aspects of their work outside the scope of this engagement.
	CLA Approach: The purpose of the RF MERL formative evaluation with FCF was to Pause and Reflect on the optimal design for the SBCC campaigns. Because there remained uncertainty around the design of key elements of the new campaigns, RF MERL worked with FCF to identify possible SBCC campaign messages and channels that might resonate with Cambodian communities and donors/volunteers of Cambodian RCIs. The messages and channels identified will feed into the design of “Feedback Experiments” conducted in 2017-2018 during which their impact will be further validated and relatively compared for Continuous Learning and Improvement.By taking this approach, the Consortia are using M&E for Learning. The questions being asked in this research directly feed into the learning needs of the program as they design the full-scale FCF initiative. In coordination with the other key stakeholders, the RF MERL Consortium identified two key evaluation question themes—questions about Cambodian community perceptions/attitudes and questions focused on international donor and volunteer perceptions/attitudes regarding RCIs. Following a desk review, the following activities were conducted with community members and donor/volunteers:• Community-SBCC: Data was collected on Cambodian communities from two different types of sample groups using different methods—focus group discussions (FGDs) with Cambodian caregivers (adults, age 18 and above who care for children) and semi-structured key-informant interviews (KIIs) with village chiefs, deputy village chiefs, Commune Committee for Women and Children (CCWC) members, and village volunteers.• Donor-SBCC: Data was collected on potential RCI donors and volunteers through two different methods—via an online survey of individuals listed in CCT, FI, ReThink Orphanages (RO), Intrepid Travel Foundation, and Better Volunteering Better Care’s (BVBC’s) contact databases and via semi-structured key informant interviews (KIIs) with individuals identified as “positive deviants” by CCT, FI, Save the Children, and USAID, and others. “Positive deviants” are defined as past RCI donors/volunteers who went on to donate to or contact an FCF partner to learn more about the harms of RCIs or the importance of family-based care.The results of these activities will be used for Decision-Making by the FCF Cambodia initiative partners. The high-potential messages and communications channels identified will next be tested during 2017-2018 in Feedback Experiments, which will inform the scaled FCF initiative. Thus, this formative research phase fits into the longer-term Adaptive Management process as the first cycle of learning.
	Why: USAID conceived of FCF Cambodia as an adaptive project, focused on piloting innovative ideas and quickly testing them to determine which are the most effective and efficient before scaling them for impact. FCF uses a "collective impact" model, which brings together stakeholders from different sectors to solve a specific social problem—in this case, to reduce unnecessary child-family separation in Cambodia. In line with USAID’s revised collaborating, learning, and adapting (CLA) approach, CCT and FI are interested in piloting innovative social and behavior change communication (SBCC) ideas and quickly testing them to determine which are the most effective and efficient before scaling them to improve impact. To do so, the organizations have partnered with the RF MERL Consortium to assess the impact of different campaign options through the implementation of rapid “Feedback Experiments.”This topic was selected for experimentation because while behavior change is key to the FCF Cambodia theory of change, little evidence exists for how to achieve that behavior change. It is thought that SBCC campaigns may help to contribute to changes in behavior among Cambodian communities and international donors, but little rigorous evidence exists on the effectiveness of such campaigns. As such, CCT and FI are seeking support from RF MERL to test various SBCC messages and communication channels to identify which result in the most significant changes to proximal outcomes. CCT and FI, in coordination with other FCF Cambodia stakeholders, will then scale up the campaigns shown to have the greatest impact, which should ultimately act to increase the efficiency with which FCF Cambodia is able to decrease unnecessary child-family separation.
	Context: Estimates show that only about 23 percent of Cambodian children living in orphanages or residential care institutions (RCIs) are actually orphans. Most children come from vulnerable households and are brought there by their family to relieve a financial burden, as a result of their parents’ divorce, or because their parent(s)’ believe the children will receive better care or education from the RCI than they would at home. Some RCIs also actively advertise for and recruit families to send their children to the institutions.Yet, substantial evidence has demonstrated there are significant negative impacts on children living in RCIs. Compared to family-based care, living in a RCI can be detrimental to a child’s social, physical, intellectual, and emotional development and can have long-term effects that last well into adulthood. Other studies have shown that education is actually poorer in RCIs, and the risk for physical and sexual abuse is heightened compared to family-based care options.RCIs in Cambodia have benefited both from the steady demand from vulnerable families who are unaware that RCIs can be damaging to a child and from the growing supply of tourism volunteers (or volun-tourism) and donors. UNICEF reports that “Cambodia’s growth in residential care is also attributable to the wealth of support from overseas donors, who with the best intentions, provide support and funding to children in orphanages, unaware of alternative family and community-based care options.” The organization found that almost all RCIs are funded by expatriates, which incentivizes the RCIs to promote “orphanage tourism” to attract more donors, fueling the problem. UNICEF also found that most Cambodian RCIs accept short-term volunteers, which can negatively affect children when the volunteers go home, resulting in developmental issues in some cases. The Family Care First (FCF) Cambodia initiative launched by the United States Agency for International Development (USAID) seeks to develop a comprehensive care system in Cambodia to prevent unnecessary family-child separation and promote the re-integration of children from RCIs to families. As part of a USAID award to Save the Children, “Cambodian Families are Stronger Together” (FAST), the Cambodian Children’s Trust (CCT) and Friends International (FI) plan to carry out campaigns to build awareness and influence behavior regarding family-based care and RCIs. In particular, over the next few years the organizations will seek to change the attitudes and behavior of vulnerable families and local authorities towards RCIs and influence the attitudes and behavior of individuals and organizations that donate time or money to RCIs.
	Lessons Learned: The Consortia would like to share the following advice with fellow CLA colleagues:1. Prioritize CLA opportunities where there is the biggest potential for impact. The RF MERL Consortium, working closely with the FCF partners, looked within the FCF theory of change to identify various opportunities for learning and experimentation. Ultimately, the partners selected those which would have the greatest impact on the FCF initiative overall, based on RF MERL recommendations.2. Having an in-country presence is crucial. As mentioned, the RF MERL Consortium’s in-country coordinator supported the design, implementation, and adaptation of the RF MERL-related FCF activities. This consistent presence and point of contact for local partners, data collectors, and other stakeholders was crucial to the success of this engagement.3. Conduct rigorous formative research to inform implementation. Formative research is ideally incorporated into all RF MERL engagements, in order to provide additional insight into the audience (or people affected), context, and/or key questions that will inform implementation. This is informed by the spirit of rapid feedback, and has been shown to provide important learnings for subsequent experimentation.
	Factors: As mentioned, FCF Cambodia was designed as an adaptive project, in which multiple partners are piloting innovative ideas and quickly testing them to determine which are the most effective and efficient before scaling them for impact. This focus on testing, learning, and adapting which RF MERL shares was a key contributor to the partners’ success. Buy-in has been critical for these learning activities in order for the evidence generated to be meaningfully incorporated into program design.In order to support coordination among FCF partners, RF MERL also embedded an in-country study coordinator for one year with the FCF initiative in Cambodia. This person supported the design, implementation, and adaptation of the RF MERL-related activities as part of FCF, including playing the key role of coordinating with the large number of partners involved in this initiative. This consistent point of contact supported the RF MERL team in balancing a rigorous technical approach with the constraints of implementation by acting as a liaison between implementing and technical partners. Further, they improved the RF MERL team’s understanding of FCF itself and the needs of the partners, including ensuring that RF MERL activities were both feasible and relevant for the partners throughout the course of the engagement.The main barrier to success was how nascent the FCF activities were in their development. While this facilitated the RF MERL Consortium’s involvement in the early stages of the activities, it also led to a longer timeline for developing the theory of change, honing in on which implementing partners should work with the Consortium, and getting to the formative research phase, including both the literature review and field research. Also due to the early stage of the FCF initiative when RF MERL engaged, the Consortium spent additional time on the capacity building needs of the partners regarding M&E for learning. This was built into the study coordinator’s role, and will be included in the regular “Learning Checks” that will focus on how learnings from experimentation will be incorporated into the FCF activities.
	Impact 2: CLA will impact the design of FCF Cambodia, which aims to develop a comprehensive care system in Cambodia to prevent family-child separation and promote the re-integration of children from RCIs to families. The RF MERL Consortium identified two key areas within the FCF Cambodia theory of change around behavior change for which little evidence exists but for which there is the potential for significant impact. Behavior change is key to the FCF Cambodia theory of change. Social behavior change and communication (SBCC) campaigns are thought to contribute to changes in behavior, but little rigorous evidence exists on the effectiveness of such campaigns. The objective of the RF MERL engagement is to provide CCT, FI, other implementing partners, and USAID with evidence of whether adding a formal SBCC messaging campaign to a social work model in Cambodian villages and targeted at international donors/volunteers works to more efficiently and effectively change knowledge and perceptions about RCIs. This information has the potential to improve the effectiveness of program activities to ultimately reach the long-term outcome of preventing unnecessary separation of children from families in Cambodia. As the RF MERL engagement progresses there will be further evidence of the impact of CLA on development outcomes. 


