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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 
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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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	Caption: Youth Participate in Needs Mapping at the Hebron Youth Development Resource Center (YDRC). Credit: PWY Staff.
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	Summary: The USAID-funded Partnerships with Youth (PWY) project is using a positive youth development (PYD) approach to further enhance its collaborating, learning, and adapting (CLA) approach. Due to the instability in the West Bank and by design of the project, PWY has coupled the two approaches. For an effective youth development project, where youth empowerment and youth-adult relationships are crucial elements of success, a CLA and PYD approach helps to ensure that those supports and empowering attitudes flow to all levels. While this type of approach takes time, staff bandwidth, and resources, the quality of implementation is that much better when applied. PWY has worked to intentionally institute the principles of PYD in everything it does and to foster a culture of learning. As a result, its programming is continually improving, its partner youth centers are thriving, trusted, and really serving the needs of the youth in their communities, and the youth have been given the opportunity to develop and strengthen their own personal outcomes towards becoming productive adults. 
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	Impact: For an effective youth development project, where youth empowerment and youth-adult relationships are crucial elements of success, a CLA and PYD approach helps to ensure that those supports and empowering attitudes flow to all levels. CLA and PYD have allowed the PWY team - staff, fellows, and interns - to feel ownership over the project and its activities and has fostered an open and collaborative environment. Staff feel empowered to provide input and feel that their opinions matters. As a result, the team is a close-knit, passionate group and that passion has breed better programming and activities that were determined with and address the needs of youth in the West Bank. PWY’s partner YDRCs have also been positively affected by the use of CLA and PYD. The interns and volunteers feel ownership and belonging to the youth centers. Many of them are involved in planning, implementation, and decision making. Because they are given a lot of responsibility, they really help to drive the direction of the YDRCs. However, the centers’ involvement and the acceptance of CLA and PYD varies, not all fully understand and accept the importance or power of collaborating and partnering with youth. In those centers where CLA and PYD acceptance and use is lower, the youth are not as empowered to take a seat at the table and as a result the center’s programming may come up short in addressing the needs of youth in the community. PWY remains committed to working with its partner centers to ensure a PYD and learning focus and provides regular and ongoing training in PYD as well as in learning approaches and tools to help them collaborate with youth and members in their communities. 
	CLA Approach: PWY has worked to foster a culture and processes that value and are centered on collaboration, openness, and continuous learning. As a result, its learnings really drive the decision making process and inform adaptations. Below are examples of how PWY has interpreted and used the sub-components of the CLA Framework. • Internal Collaboration: PWY has cross team and cross YDRC and PWY collaboration. Its internal teams – technical, grants, M&E, organizational development, and management – collaborate on a daily basis on a variety of tasks. PWY works hard to ensure the teams are not siloed and have the space and platform to collaboratively work together.  • Openness: PWY ensures that all staff, particularly the young staff, youth fellows, and interns feel welcomed and encouraged to share their ideas and opinions on all PWY produced tools, processes, and activities. PWY strives to systematically include the youth voice on all aspects of the project. • Continuous Learning and Improvement: Following events and activities, PWY conducts after action reviews (AAR) to learn what went well and what could be improved. In most activities, PWY has also built in pause and reflect moments, where staff and stakeholders have the opportunity to reflect on the experience and make suggestions for improvement. • Decision-Making: Decision making is rarely top-down, but rather collaborative. The management works to ensure the team leaders feel autonomy to make decisions based on the feedback they receive from their teams. • Adaptive Management: Based on its collaboration and learnings, PWY has made distinct alterations to the project. The following include several of the changes made:     o PWY Internship Program: Each internship cohort, PWY works to make the experience more valuable. Through   a series of mid and final evaluations, in-person meetings with the interns, their YDRC supervisors, and PWY staff, PWY makes time to pause and reflect on the program. As a result, PWY has lengthened the internship program, to include overlap between the cohorts, to increase the type and length of the trainings offered to the interns, all in an effort to adapt to and better serve the needs of the youth and the YDRCs.     o Employability Component: In the middle of the PWY project, it added the component of Employability to its suite of technical offerings. The addition was made based on the demand from youth for more employability related skills. Unemployment is a large concern for many youth in the West Bank, as was expressed by PWY youth interns and youth beneficiaries. To date, PWY’s employability related trainings are the most highly attended and well received training courses and prepare participants to find jobs and succeed in the workplace.     o Organizational Development: PWY added a new team in FY17 dedicated to organizational development (OD) for the YDRCs. While OD was not in the original workplan, it became apparent through discussions with the YDRCs that more capacity building was necessary. PWY added the team to ensure the YDRCs have the support they need to operate efficiently and work towards becoming more sustainable.      o Organizational Capacity Assessment (OCA) and PYD Tools: In FY16, PWY intentionally revised its OCA tool to include specific criteria on PYD, to highlights it importance and ensure PYD is built into all systems and processes of its partner YDRCs. In addition, PWY and IREX DC developed a tailored PYD Coaching Tool, which examines an organization’s environments, programs, relationships with stakeholders, systems and policies, and results and outcomes to ensure that partners are mainstreaming PYD principles, maximizing youth's potential, and increasing the impact of their work.
	Why: The PWY project was designed with both a learning and a PYD approach. In the West Bank, many of the youth projects and organizations are more traditional and deliver pre-prepared or packaged training, without the involvement of youth or adapting it to the real and current needs of the youth. From the onset of the project, PWY collaborated with youth from across all the governorates, via focus group discussions and a series of consultative in-person meetings, to learn about their needs and to co-design activities and tools. Youth were partners from work planning to selecting the YDRCs to building PWY’s monitoring and evaluation tools to serving as enumerators on the assessments. Over time due to political pressures and low obligations of funds, which were outside the control of the mission, PWY staffing thinned and it didn’t have the bandwidth to fully apply PYD and CLA approaches. However, with a full obligation of funds in the most  recent year of the project and realizing the potential negative repercussions, PWY re-prioritized and recommitted itself to PYD and CLA. It took concrete actions to apply the two approaches, understanding that while they take time and resources, the quality of implementation is that much better when they are incorporated. 
	Context: The longstanding Israeli-Palestinian conflict has contributed to an economically, politically, and socially unstable environment in the West Bank. Lack of private sector investment and weak investor confidence due to ongoing access, trade, and movement restrictions have destabilized the economic situation despite significant donor support. Stagnant political progress and party disputes have further compounded the instability and prolonged the reconciliation process. The economic and political situation have left many without jobs, with  a 15.4% unemployment rate in the West Bank [Palestinian Central Bureau for Statistics, Labour Force Survey, 2015], and an even higher unemployment rate among youth aged 20-24 of 41.5% [ibid]. Palestinian youth are poised to make meaningful contributions to society. They are highly educated with a 96.5% literacy rate [Palestinian Central Bureau of Statistics,Youth Survey, 2015] and with 80% obtaining a high school education [UNESCO, International Bureau of Education, World Data on Education, 2010/11]. In a 2016 study by the Arab World for Research and Development (AWRAD), Palestinian youth described themselves as ambitious (90.6%), entrepreneurial (90.1%), and hard-working (89.2%) [AWRAD Youth Survey, Spring 2016]. However, their potential is constrained by a lack of jobs, societal norms that push young people to the margins, a political situation causing challenges in mobility and access, and limited opportunities to engage constructively in their communities. In parallel, according to Palestinian employers and youth themselves, the higher education system does not equip university students with the practical skills and experience needed to participate in the local economy and to make the transition from education to work.The five-year Partnerships with Youth (PWY) project aims to empower community-based Youth Development Resource Centers (YDRCs) that provide safe spaces for youth from all backgrounds to learn, lead, and postively engage with their communities. PWY adopted both a learning and positive youth development (PYD) approach that promotes youth as the solution, rather than the problem, and strives, as its name implies, to involve youth as equal partners in planning, decision-making, and implementation. 
	Lessons Learned: First and foremost, PWY believes the success to CLA and PYD is that everyone must own the approach. Everyone must understand and believe in it for in order for it to be effective. This goes for the project field staff, to headquarters staff, to the local partners, to USAID. Also, everyone must understand that while these approaches take time and resources, the results are immeasurable in terms of the resulting quality and effectiveness of implementation and programming. PWY would encourage any other implementing partner, project, USAID staff, to at least take a chance, to try implementing such an approach, despite their fears or reservations about the time and resources it may take, because ultimately the return is that much greater and to the benefit of all those involved. 
	Factors: Enabling factors to implementing a PYD and CLA approach include a committed leadership, Chief of Party (COP) and Deputy Chief of Party (DCOP), and a supportive IREX DC - who intentionally and systematically promote, model, and ensure a CLA and PYD approach is implemented. The success in the approach has also been due in part to a supportive USAID Agreement Office Representative (AOR), who is very open to adapting the project for the best outcomes for youth. Other enabling factors include the extraordinary energy and creativity of Palestinian youth, who remind PWY constantly of the benefits of employing such an approach. It also includes PWY learning how to best work with the YDRC leadership - board and managers/coordinators - to promote this approach at the YDRC level. PWY has also faced challenges in the political and economic instability in the West Bank as well as cultural norms both for both Palestinians and Americans, whose decision making processes tend to be adult-led, top down rather than collaborative and youth-influenced. In addition, a PYD and CLA approach takes extra time and all stakeholders must make a consistent commitment to the approach despite other priorities and large task loads. At times it has been difficult to convince others to realize the benefit of these approaches and to slow down, focus on the long-term impact, and take the time necessary to implement it. 
	Impact 2: Through CLA and PYD, the YDRCs are thriving, grounded in the community, trusted, and serving the needs of the youth in their communities. At the beginning of PWY, many of the centers were sports clubs, offering football or other sports activities primarily for male youth. Through their embrace of CLA and PYD they have shifted their focus, with a better understanding of the youth and their communities’ needs. In doing so, they have become trusted resources, offering valuable and tailored programming for youth from all backgrounds as well as safe and welcoming spaces for them to learn, grow, and lead. Ultimately, this has also offered the YDRCs a chance at sustainability.  In addition, through a CLA and PYD approach, the youth have been given the opportunity to develop and strengthen their own personal outcomes towards becoming productive adults. They feel welcomed, valued, and heard at the YDRCs and in their communities. They also gain skills, experience, and confidence. At the onset of the project, PWY developed a 21st Century Youth Competencies Framework in collaboration with youth, identifying and defining the competencies necessary to successfully transition into adulthood. These competencies are enhanced by youth feeling empowered and ownership in driving the direction of services offered for them. 


