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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
mflorian
Sticky Note
Marked set by mflorian



 

 
 

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: Richard Harrison
	Organization: Pact Myanmar
	Caption: Ma Mya - The human-centred integration model of Shae Thot. Credit: Pact Myanmar
	Case Title: Ma Mya - The Power of a Visual Archetype for Human-Centered CLA
	Image_af_image: 
	Summary: Shae Thot is a $70 million USAID-supported integrated community development project working in over 2,800 villages across Central Myanmar and Kayah State. It is a complex project with four large intervention components implemented by a range of partners. In line with significant changes in the implementation context and based on learning from implementation, Shae Thot's approach has evolved over time. At the core of this evolution process was the understanding and conceptualization of integration. To effectively facilitate integration among all stakeholders we applied the collaborating, learning and adapting (CLA) framework. In our experience, for CLA to be successful it needs to be complemented by a communications strategy that helps mobilize all stakeholders and enables them to unite around a common vision they relate to and get passionate about. To this end we developed the archetype Ma Mya, a pregnant woman who serves as our fictive core beneficiary representing the varied needs and vulnerabilities of Shae Thot’s beneficiaries and the interventions designed to address these. The simple visualization of Ma Mya created a focused, easy-to-understand and strong vision that all stakeholders could rally around. She contributed particularly to the CLA subcomponents of theory of change, internal and external collaboration, and continuous learning & improvement. In addition and streamlined through these subcomponents, Ma Mya established CLA as a human-centered approach tailored towards maximizing development outcomes for targeted populations. Shae Thot has reached over 2.3 million people. The crucial impact that CLA had on Shae Thot lies in the integrated delivery of services that strengthened and deepened the impact of the project on its beneficiaries. Preliminary results of a study currently underway to systematically investigate the effects of integrated development show improved outcomes both within the programmatic areas discussed above and beyond.  
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	Impact: Introducing CLA as a strategic and systematic approach, with Ma Mya being an essential communication tool within it, led to significant changes in the organization such as:Coordination and collaboration among partners and communities was strengthened dramatically. Prior to introducing CLA, many activities had a tendency to be implemented in silos, particularly as the four implementing partners have different programmatic foci and somewhat different geographical areas of implementation. This also reflected in the communities themselves in which different Shae Thot partners set up committees and groups relevant to their programmatic focus and interaction with communities was often restricted to these groups. By introducing Ma Mya, Shae Thot was perceived as one integrated project from the onset and work processes became better aligned in consultation with communities and the different partners. Community governance structures were linked and integrated as well, and mirrored the integrated approach at community level.A new organizational structure was introduced at Pact Myanmar in which departments are structured around geographic areas, focusing on the beneficiaries, and work across projects mirroring the concept of integration and CLA in a formal structure. Ma Mya became the central visualization for the purpose of restructuring and rallied staff around a new structure by establishing a culture in which all design thinking and continuous improvement centers around the needs of beneficiaries. In 2015, Shae Thot was granted a cost extension to which the strengthened model of integration became core. Through Ma Mya as an easy reference for communication, new partners and resources were mobilized for integrating additional services addressing gaps and opportunities and to maximize impact to our communities. One such example was the integration of renewable energy.
	CLA Approach: The tool we developed to visualize our common vision is a simple visualization of our key and core beneficiary, a fictive person, called Ma Mya, displaying the multi-faceted needs and vulnerabilities of Shae Thot’s beneficiaries. Visualized as a pregnant women, Ma Mya serves as an archetype that represents every woman, man and child in the Shae Thot’s target group. At the time of its development in 2014, through collaborative brainstorming on how to get all staff and partners committed to the same integrated vision, the intention with Ma Mya was primarily to conceptualize Shae Thot’s unified goal to improve beneficiaries lives on several levels and addressing many diverse needs. To this end Ma Mya provided an effective tool for multiple CLA components:Theory of change: Though it is a rather simplistic model rather than a fully fleshed out theory of change, it is exactly this simplicity that made Ma Mya such a strong tool for communicating a common vision among all stakeholders. The crux of the tool in the process of evidence-based testing and adapting the Shae Thot model lied in facilitating a human-centered design process in which each intervention was reflected against its ability to create synergies and serve the needs of Ma Mya. If all partners have a common understanding of the need for integration, then it will be easier to implement, lead to better coordination on the ground, and maximize the benefits for all beneficiaries. Internal collaboration: It was the common vision that Ma Mya communicated that established the platform for significantly improved internal collaboration. For this purpose Ma Mya became the focal point in bi-annual Pact all staff and monthly office review and learning meetings, as well as in all communications. She created a visual simple overview of one person, with many needs and the program addressing these needs. All staff could easily understand how to ensure that with all thinking and development of plans and activities, Ma Mya had to be at the start of the idea and it had to be impactful and relevant for her.External collaboration: In a similar manner, Ma Mya became a crucial focal and reference point for all external communication, coordination and collaboration. Within Shae Thot Ma Mya was first introduced to partners through a general presentation, reporting and in monthly Yangon meetings by Pact. But she realized her full potential at the start of the roll-out of the deepened integration model, as all partners could identify with Ma Mya and could see how their activities and input contributed to the whole program, in particular to the increased holistic well-being of our core beneficiary. In addition, Ma Mya was used to describe the Shae Thot approach when engaging with communities. Beyond the project, Ma Mya was also used by Pact to communicate to new partners how they can infuse additional services that complement the integrated approach for maximizing impact for beneficiaries.  It even became the Pact Myanmar way of visualizing our country program identifying how different projects reinforce each other.Continuous learning & improvement: The most significant impact Ma Mya made for continuous learning and improvement relates to the community level. Ma Mya created the platform for field implementation staff and communities themselves to continuously reflect their various activities against their overall contribution to serving the needs of vulnerable populations. This particularly applied to systematically planning and adapting for the mutual re-enforcement of different programmatic activities. Through this process, coordination and collaboration between the different partners and communities groups overseeing implementation of specific components was strengthened significantly.  
	Why: Shae Thot is a project implemented over six years, which gives a lot of opportunity for collaboration, learning and adaptation. At regular intervals we take stock, reflect and adapt approaches and implementation components to respond to changes in our communities and the overall context in which we operate.At the beginning, partners could only work in designated areas, still very much prescribed by the government and existing approvals. This meant that communities benefited from the different interventions but with a sector-by-sector approach and varied timelines for implementation. Through ongoing reflection, based on community feedback and other evidence, we learned that communities appreciated the diverse interventions, but felt overwhelmed, or were sometimes frustrated by uncoordinated approaches or intervention. This lead us to the realization that intentional integration was needed to maximize the benefits for communities through a more harmonized, coordinated and coherent implementation led by communities.With Shae Thot’s georgraphically distributed implementation, community-managed approach, and significant scale, an easy mechanism or tool had to be found to facilitate a common vision and understanding between the various implementing partners of the different programmatic components, among Yangon and township-based staff, and among the supported communities. This common vision would serve as the basis for strengthening the collaboration among the different stakeholders, including the communities themselves, for a design/adaptation and implementation process that maximizes synergies of integration and puts the needs of the most vulnerable at the center. 
	Context: Myanmar remains one of the least developed countries in the world. Large parts of its population suffer from multiple deprivations such as inadequate access to health, finance and livelihoods opportunities, or water and sanitation. Moreover, governance structures are generally poor. As a result, many communities, particularly in rural areas remain locked in poverty. In 2015 Myanmar’s Gross National Income was $1,160 per capita, ranking among the lowest in the region and world. Similarly, health indicators rank low, such as under-5 mortality with 50 per 1,000 live birth. However, trends are promising. Myanmar is going through a period of rapid social reform. The country’s historical shift away from a closed, autocratic system, took a dramatic turn with the overwhelming results of a democratic election in November 2015. This transition to democracy has opened new opportunities to strengthen governing systems at the village and township levels. The decentralization process, widespread informal community governance institutions, and a groundswell of activity from Myanmar civil society create fertile ground for Shae Thot to broaden its impact in support of the country’s push for democratic governance.Shae Thot is a $70 million USAID-supported integrated community development project that has worked in over 2,800 villages across Central Myanmar and Kayah State since 2011. To reach this scale, Pact, as only one of the partners, operates Shae Thot out of 17 Pact Township offices with 300 staff. Guided by Pact’s core approaches of civil society strengthening and enhanced self-governance, Pact, four international partners and seven local partners are providing resources and technical assistance to increase community-based knowledge, ownership and implementation of development processes. The project strongly stimulates and relies on community participation and ownership to achieve sustainable solutions in the areas of maternal and child health; livelihoods and food security; and water, sanitation, and hygiene (WASH) and community governance. 
	Lessons Learned: For CLA to be successful, it needs to be complemented by a communications strategy that helps mobilize all stakeholders and enables them to unite around a common vision they relate to and get passionate about. Only if this is achieved and sustained, stakeholders will be dedicated and CLA will realize its potential for maximizing development outcomes. While significant time, effort and resources have to be dedicated to an effective CLA approach this is largely outweighed by the impact and its sustainability. CLA is an investment.For USAID, Pact Myanmar and Shae Thot, but most importantly for its beneficiaries, this investment has turned out to provide returns beyond expectations. In addition to the contributions that CLA has made to the development outcomes described above, it contributed to strengthening the confidence among and providing a platform for communities to take ownership of their future beyond the project. Communities have themselves gained the capacity to take the approach forward and collaboratively identify development priorities and develop strategies to meet these.As for Pact as an organization, the CLA process has institutionalized an organizational identity that centers around best supporting its clients and in which all staff have a mutual understanding of how their work contributes to a common goal.
	Factors: We have made Ma Mya the center of our case, as she presents the key enabler for the success of the overall CLA approach applied within Shae Thot and Pact Myanmar. Without the unified vision that Ma Mya was able to establish and communicate among all stakeholders CLA would have not gained the same traction. Moreover, it was the common goal that all stakeholders worked towards that made CLA a strategic tool. Another important enabler for the success of the CLA approach was USAID Burma’s support for and commitment to integrated development. Indeed the mission became a key stakeholder in the process by actively promoting integration.Commitment was likely also the most crucial element for the success of the CLA approach overall. This reflects in the fact that the introduction of CLA as a strategic approach led to a significant increase in time and effort that had to be dedicated to it by communities and all implementation partners. At the community level, representatives spent significant time engaging and fully taking ownership of their roles within community governance structures rather than “just” receiving services. They were at the core of collaboration within their communities, and in ensuring that interventions and services delivered were in response to their needs and priorities. Among partners significant time went into coordination meetings at national and township level to ensure that work plans were aligned, and messages to communities were integrated; in addition we wanted to ensure sufficient time was dedicated to reflection and continuous learning that would support us in further deepening integration. As such the time and efforts needed for the success achieved through CLA in Shae Thot also posed an important barrier to the approach.
	Impact 2: As of March 2017, Shae Thot has reached over 2.3 million people in 2,844 villages across central Myanmar and Kayah state. The crucial impact that CLA had on Shae Thot lies in the improved and strengthened integrated delivery of a set of holistic services contributing to improved development outcomes. Preliminary results of a study currently underway to systematically investigate the effects of integrated development shows increased outcomes both within the programmatic areas discussed above and beyond.  One outcome beyond the programmatic areas commonly stressed is the improved unity of communities facilitated through increased interaction and collaboration. Moreover, community income generated through village development funds for collaboratively identified community priorities were used to renovate schools or buy a publically owned ambulance car that improved access to health facilities.Within the programmatic areas of Shae Thot, the study indicates that outcomes are achieved at a faster pace. This is further underlined by an application of the most significant change technique. For example, communities identified a case in which a landless household could significantly improve its livelihood through borrowing livestock from the community owned livestock bank. This outcome was supported by the improved water access the household obtained through Shae Thot WASH activities. The example of the community ambulance car stated above also illustrates how communities become more horizontally integrated, as the community also offered the service to surrounding villages.  Other key results within the programmatic areas of Shae Thot include: Health: The percentage of mothers who had 4+ antenatal visits when they were pregnant increased from 36% in 2014 to 81% in 2016. Livelihoods & Food security: 109,855 clients benefited from financial services to increase access to finance. 43% of women saving members were able to increase their income. WASH: Shae Thot has provided 577,337 people with access to improved water sources.


