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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)?
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Internal Collaboration 
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Knowledge Management 
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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?


	Blank Page
	Blank Page
	Blank Page
	Blank Page
	Blank Page

	Submitter: Shumet Chanie
	Organization: The Kaizen Company's Ethiopia Local Capacity Development Activity
	Caption: Caption: USAID and LCD staff field visit to Stand for Vulnerable Organization’s project site at Chari. Credit: Lema, SVO
	Case Title: Increasing Locally-led Development Solutions in Ethiopia
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	Summary: The Local Capacity Development (LCD) project has regularly employed a collaborating, learning, and adapting (CLA) approach in its efforts to strengthen the capacity of local organizations in Ethiopia. Through creating relationships between local implementing partners, LCD has been able to increase the capacity of local organizations to receive donor funds and have a greater impact on USAID mission objectives. Collaborating and facilitating communication, learning from one another about best practices, and adapting to incorporate those best practices are central to the efforts of the LCD project and exemplify the CLA model for development. Further, these efforts are duplicable and sustainable as demonstrated by independent successes within the network created and the buy-in of local implementing partners. Not only has the CLA model been an instrumental tool in capacity development in Ethiopia, the process has highlighted the appetite for a more collaborative environment in the civil sector in Ethiopia and abroad. Local and international implementing partners were direct beneficiaries of the CLA framework and their ability to continue to apply these lessons after the project ends demonstrates how essential the CLA model can be for any development project. Not only is the CLA framework consistent with the vision, mission, and values of The Kaizen Company, it exemplifies the philosophy of the word kaizen, which means “continuous improvement.”
	Subcomponent1: Off
	Subcomponent2: Off
	Subcomponent3: Off
	Subcomponent4: Yes
	Subcomponent5: Off
	Subcomponent6: Off
	Subcomponent7: Yes
	Subcomponent8: Yes
	Subcomponent9: Off
	Subcomponent10: Yes
	Subcomponent11: Yes
	Subcomponent12: Off
	Subcomponent13: Off
	Subcomponent14: Off
	Subcomponent15: Off
	Subcomponent16: Off
	Impact: All the CLA dynamics created with the operation of the project have led staff to become more proactive, interactive, innovative, and solution oriented. Staff also quickly learned how to adapt to the new approaches while maintaining high quality services and deliverables. As indicated above, despite that the initial scope of the project was to support 30 LIPs, the number of beneficiary local organizations has increased exponentially to 73 at present and will reach 111 at the end of the project. eLearnings, peer-to-peer learning approaches, and other means also enabled the project’s reach to expand geographically to include organizations in the northwest part of the country. The project initially focused predominantly on Addis Ababa, the capital, and provided very limited support to LIPs located in the northern and eastern parts of the country.As recently as last year, LCD started expanding its technical support to LIPs that are funded by other donors, and those that work as sub-grantees of IIPs. These IIPs serve as their point of contact (POCs) and hence LCD keeps continuous communication with the IIPs in all matters related to their sub-grantees performance and special needs. Because of this communication, during our recent one-on-one discussion with the IIPs we found that there is strong appreciation of LCD support and more appetite for partnership. Most IIPs have also shown their willingness to provide technical support in their fields of specialization to LIPs. This results in LCD providing strategic and management strengthening capacity development support to LIPs as a complement to IIPs’ support for capacity building in their areas of technical specialty (e.g. agriculture, water, education, disaster response, etc). From our experience, it is rare for LIPs to receive both types of support (technical and managerial), and yet both are necessary for them to emerge as strong implementers and leaders of locally-led development. LCD’s CLA efforts have led to an increased focus on leveraging of IIPs’ support to further enhance LIPs’ capacity.
	CLA Approach: As a routine exercise, every LCD technical assistance (TA) session, be it training, small group TA, one-on-one TA, executive roundtables, or Impart sessions, concludes with a request for beneficiary feedback. This feedback is then put forward for internal staff discussions and consultations before it is shared with possible recommendations to USAID during the USAID-LCD bi-weekly meetings. Many of these consultations have resulted in improved approaches that directly respond to outstanding issues. These new approaches created flexible and convenient arrangements for LIPs to increase the frequency and number of their LCD engagements while at the same time deepening their effectiveness by enhancing their project management capacity. One of the new approaches that LCD initiated to respond to LIP issues is the intensive training program that leverages eLearnings to maximize concentrated classroom time, allowing LCD to deliver trainings that normally happen over a series of weeks in the space of two days, often for remote field office staff outside of Addis Ababa. This continuous process of collaboration between the different stakeholders, learning from previous mechanisms, and adapting to beneficiary needs has led to various ‘pivots’ and greatly improved support. Another area where LCD demonstrated continuous learning and improvement is the rapid expansion of the number of LIPs it serves compared to the initial scope of the project. After two years of operation and systematic consideration of the civil society organization (CSO) landscape in Ethiopia, USAID and the project established a mutual desire to broaden the reach of their support to more local organizations, at no additional cost. Accordingly, the project has scaled-up its reach and onboarded 45 new LIPs during the past year and will do so for another 38 LIPs during this year. This was made possible due to the establishment of the LIP network supporting LIP-to-LIP collaboration, the capture of core LCD trainings as eLearnings, and other means. LCD’s theory of change is that an active and self-sustaining LIP Network that supports LIP-led ongoing improvement, excellence, and donor advocacy (on LIP issues), coupled with Timret Connect, an online marketplace for donors, international implementing partners (IIPs) and local implementers to identify and pursue mutually beneficial partnership opportunities, will result in the long-term sustainability to USAID’s Local Solution goals.Trust building and internal collaboration is at the core of the LIPs Network. With few exceptions, the member organizations of the Network did not know each other prior to joining, let alone collaborate and forge strong partnerships. Nevertheless, within a short period of time, members have started to share information, resources, invitations to attend events (field visits, workshops, annual meetings, etc.) and are bidding together on new projects. For example, two LCD supported Network member organizations recently bid jointly and won the first round of a DFID competition.However, the LIP Network, LCD and USAID also understand that the sustainability of local solutions also requires the external collaboration of donors, IIPs and LIPs. The Timret Connect initiative mentioned above will serve this purpose by informing the partners of one another through a database with updated, relevant and reliable data sets pertaining to LIP capacities and impacts, with the ultimate objective of paving the way for partnerships and more locally-led development (i.e. more projects implemented directly by local organizations). While this service doesn’t exist in the country to date, a recent market study involving donors, IIPs and LIPs has shown that the three groups overwhelmingly value such a service.LCD believes that utilizing currently supported LIPs’ capacity is equally as important as creating capacity, hence the need to adapt a market system that incentivizes capable organizations. As LCD continues to build the capacities of LIPs, it also recognizes the need to support them to demonstrate their impact and potential as organizations capable of advancing diverse development objectives in Ethiopia. This, in turn will also help them attract more funding partners. Finding a way to demonstrate LIPs’ specific capabilities and progress would not only inform current and future USAID (and other donor) programming and investigations. It would also provide the Ethiopia Mission with the information it needs to act as a lead example for USAID/Washington and other worldwide Missions as they work to define, and to some extent standardize, the greater Local Solutions strategy.
	Why: We applied a CLA approach to address the challenge of converting increased capacity to increased impact, be more relevant to LIPs, and increase long-term sustainability of LCD's impact. An important lesson learned from LCD’s base period is the need to better support USAID LIPs to convert improved management skills and systems to greater project impact. During its 3rd year of implementation, LCD introduced additional means to hasten this conversion, and ensure that better run organizations lead to greater on-the-ground project impact. LCD engagements with LIPs during the base period were not only instrumental in enhancing their all-around project and institutional level management capabilities, but have also provided greater learning opportunities to LCD. The feedback and recommendations continuously received from LIPs and USAID and to a lesser extent from international implementing partners (IIPs) and other donors (such as the Ethiopia Civil Society Donor Group) have helped LCD to focus on differentiators and further improvements in its technical support and mechanism. Accordingly, LCD came up with new offerings along with innovative approaches. LCD learned from initial interventions that engagements in which LIPs worked with, learned from, and supported one another were the most effective. The growing relationships between LIPs also created a foundation of trust, an opportunity to build on that foundation to support greater LIP-to-LIP collaboration, and means to support the collaboration beyond the end of the LCD program and direct USAID support. 
	Context: The primary goal of the Local Capacity Development (LCD) Project is to strengthen the management capacity of local implementing partners (LIPs), i.e., Ethiopian organizations receiving USAID funding in four focal management areas: financial management (FM), project management (PM), monitoring and evaluation (M&E) and sustainability (SUS). Through these efforts LIPs can adopt strong systems which are fully compliant with USAID’s grant requirements. This aims at ultimately creating a pool of qualified, USAID-ready local organizations that are eligible to receive and capable of managing future USAID program funds as well as funding from other donors and sources. The project’s objective is in line with USAID/Ethiopia’s development objective and aligned with USAID’s Local Solutions initiative by increasing the allocation of program funds directed to local organizations for implementation of local projects. The project is currently in its fourth year of implementation out of five total.The Kaizen Company, as prime implementer, works hand-in-hand with LIPs to conduct organizational assessments (OCA) (both project-facilitated and self-led, where feasible), create actionable capacity development plans (CDP), and accordingly provide tailored training, technical assistance, and mentoring to LIPs. LCD also re-assesses the LIPs after 1 year of LCD support. As LIPs ‘graduate’, LCD has added new partners incrementally to support an average of 60 local implementing partners simultaneously. Unlike the first cohort of 30 partners which enjoyed over two years of LCD support, the new partners will be provided 18 months of support in the identified improvement-seeking areas. In total, the number of LCD-supported LIPs has reached 73, and it is expected that by the time the project phases out in 2019, this number will have increased to 111 organizations. In the middle of the second year of LCD operation, 21 of the 30 LIPs that were getting support from LCD decided to come together and establish what they called the LIPs Network. The LIPs Network is a voluntary informal network of LIPs that have received and/or are currently receiving LCD support. The objectives of the Network are to enhance the capacity of LIPs, promote their interests with international donors and communicate LIP achievements through fostering collaboration, sharing information and best-practices among LIPs. LCD is currently serving as the Secretariat for the Network, with the Network assuming this role as it becomes better established in the coming year.
	Lessons Learned: CLA approaches, ideally, need to be woven into the fabric of all aspects of an activity. These include a) work plans, which should allow for regular, sometimes rapid revision, rather than traditional yearly reviews; b) USAID and beneficiary relationships, which should incorporate regular discussions, ideally backed by data, on what’s working, what isn’t, and how to improve it, c) sufficient contract flexibility, so that the contract can adapt to capture opportunities and reflect changing circumstances when needed, and d) integrating the concept of ‘kaizen’, meaning ‘continuous improvement at all levels at all times’ to capture and vet CLA ideas from all stakeholders, select the best, and implement them.
	Factors: The success of the CLA approach LCD followed is attributed to many intertwined factors. Chief among them are the full support, active participation, and responsiveness of multiple offices within USAID Ethiopia, the demonstrated quality of deliverables, the professionalism of the staff, the confidence of LIPs on the project and the buy-in from international partners.During the past three years, LCD enjoyed the full support of USAID. USAID CORs have been responsive to LCD requests and have given timely guidance. This has included meetings and guidance with USAID/Ethiopia’s leadership team at strategic pivot points. This has been especially valuable given that this activity supports LIPs that engage all of USAID/Ethiopia’s technical areas. For example, the entire management of USAID/Ethiopia came to a meeting with the representatives of the LIP Network which lasted over 2 hours. This not only boosted the morale of the members of the LIP Network but also increased their confidence in the project. The strong partnership between the project and LIPs could also be considered as an enabler itself, as it made it possible for the project to test and showcase its successful project implementation approaches and results. A hindering factor is the consensus among Ethiopian civil society organizations, academia, researchers, and donors that the current laws that regulate the operation of charities and societies in Ethiopia have put limitations on the performance of these organizations. It is believed that the impact of the LCD project on LIPs could have been greater were these laws not so restrictive. A case in point is the 30/70 percent budget ratio that set legal limits for administrative and programmatic expenses. This, along with active government enforcement and strict oversight, can hinder LIPs by restricting how they operate.
	Impact 2: LCD’s well-integrated system of CLA has led to an innovative and, we believe, market-scalable solution. Project beneficiaries have achieved over 50% improvements, on average, in their management capacities and systems as measured by organizational capacity assessments. LCD’s support has expanded to nearly triple the number of initially intended local beneficiaries, with no additional funding. LIPs have been very vocal about the usefulness of the project with their periodic reviews and numerous official and unofficial communications. This has in turn led to the satisfaction of USAID which is demonstrated by the extension of the project and very strong Contractor Performance Assessment Reviews (CPARs). As discussed in detail above, through the establishment of the LIP Network and its various activities, and promotion of Timret Connect, LCD has started planting the seeds of a strong and vibrant community for local organizations. The availability of capable and organized local partners and an e-marketplace dedicated for linking LIPs and donors will incentivize and encourage donors to work in partnership with local organizations. This will directly contribute to the sustainability of the Local Solution initiative and its practices.


