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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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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: Local Government Authorities participating in a ASDP II Socialization and Capacity Building Workshop in Dodoma, Tanzania on April 3, 2017. Credit: DAI.
	Case Title: Facilitating CLA with Local Government Authorities in Tanzania
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	Summary: The Government of Tanzania (GoT) has embarked on the development of the National Agricultural Investment Plan (NAIP) process over the last three years that has led to the development of the Agricultural Sector Development Program, Phase II (ASDP II). USAID Implementing Partners Africa Lead II, ASPIRES, and PS3 collaborated over a period of six months, working closely with the Ministry of Agriculture, Livestock and Fisheries (MALF) to develop, promote, and facilitate five regional ASDP II Socialization and Capacity Building Workshops for 1,000 Local Government Authority (LGA) officials in 32 regions from February - June 2017.From the onset of the design process, a CLA approach was important to all implementing partners to ensure program success, identify synergies to increase technical and cost effectiveness and reach, and share knowledge about which approaches and interventions work. This was applied through a collaborative process of consultations, work planning, and adaptive management led by a working group and Secretariat with clearly defined roles and responsibilities. Collaborating on these workshops has reinforced the importance of forming strategic partnerships for the three implementing partners. Even if one organization had the resources and means to design and facilitate the process alone, CLA leveraged partner’s technical knowledge, local and regional relationships, and strengthened their ability to engage with government to promote policy dialogue and an enabling environment for agricultural transformation. Applying a CLA approach to the LGA Workshops required time and resources; it could not be a rushed process nor used as a quick fix to strengthening local government institutions and local-national dialogue, but was the means by which the planning and implementation of the workshops was constantly improving, achieving better outcomes, and affirming LGA’s commitment to ASDP II.  
	Subcomponent1: Off
	Subcomponent2: Yes
	Subcomponent3: Off
	Subcomponent4: Off
	Subcomponent5: Off
	Subcomponent6: Off
	Subcomponent7: Yes
	Subcomponent8: Yes
	Subcomponent9: Yes
	Subcomponent10: Yes
	Subcomponent11: Off
	Subcomponent12: Off
	Subcomponent13: Off
	Subcomponent14: Off
	Subcomponent15: Off
	Subcomponent16: Off
	Impact: The most important impact for implementing partners has been the idea that building a culture of CLA takes a significant amount of time, commitment, and resources. However, once trust is established, it improves information sharing and program results, increases openness to learn from others, and leverages program efficiencies and cost effectiveness. Collaborating on these workshops has reinforced the importance of forming strategic partnerships for the three implementing partners. Even if one organization had the resources and means to design and facilitate the process alone, CLA leveraged partner’s technical knowledge, local and regional relationships, and strengthened their ability to engage with government as well provided the foundation for future collaboration between implementing partners. For example, Africa Lead and ASPIRES designed and began implementing another activity during the LGA workshop process to strengthen the Tanzania Policy Analysis Group (PAG). That support and partnership will continue for at least the next year.
	CLA Approach: From the onset of the design process, a CLA approach was important to each of the three partners to ensure program success, identify synergies to increase technical and cost effectiveness and reach, and share knowledge about which approaches and interventions work. This was applied through the following process:Consultations: A series of consultations among the GoT, USAID/Tanzania, and USAID Implementing Partners was instrumental in reaching consensus on how the three entities would collaborate to support the workshops, with each one bringing to the table their comparative advantages to enrich the design, coordination, and facilitation of the LGA socialization process. For example, the MALF agreed based on their relationship with LGAs to coordinate all invitations and manage all protocol for government officials as well as provide all workshop venues. USAID and its implementing partners agreed to cover the costs of the workshops and accommodation. Working Group: The formation of a working group with representation from each implementing partner was critical to the success of the workshops. The working group was able to meet regularly and as needed to discuss and review terms of collaboration, make adjustment to the design of the workshop agenda, and to strategically address challenges and adapt the LGA socialization process.Secretariat: The formation of a secretariat that included GoT officials (MALF, regional administration, and district executives) and representatives from the working group provided an avenue to negotiate with government on the workshop design and plans for implementation. Any request put forth by the government that had an impact on the design and/or cost of the workshops, would be tabled back to the working group before reaching a formal agreement with the government. This continuous loop of communication between the secretariat and the working group provided an avenue for negotiating with government, building consensus around different issues, creating a sense of ownership, and ensuring that the distribution of roles and responsibilities was as equitable as possible.Work Planning: All ideas, suggestions, and agreements were captured in a work plan document. This “living” document was updated after each meeting based on the agreements reached and circulated first among the working group, then shared with GoT for their review and further input. This became the point of reference as it captured every aspect of the design process, including the workshop agenda, the principles for engagement, the distribution of responsibilities and the proposed timelines and working budget. The Work Plan ensured that stakeholders were aware and accountable to all decisions and actions regarding the roll out of the workshops. 
	Why: Africa Lead took a CLA approach to co-designing and co-facilitating the LGA Workshops based on the complexity of rolling out ASDP II socialization to LGA officials from 32 regions in Tanzania. Each partner had specific geographical coverage with their projects in Tanzania, bringing about a limitation on how far their support can extend. As the MALF was interested in socializing ASDP across the entire country, it was important for partners to collaborate and identify five strategic regions where both LGAs could congregate and they had coverage to host the workshops to provide coverage for the entire country. Each of the implementing partners involved in the LGA Workshops also brought unique skills and experience to the partnership that when harnessed promoted greater impact, cost efficiencies, and sustainability. The Africa Lead project facilitates institutional strengthening and policy dialogue in the region. ASPIRES interfaces with government as an agricultural policy advisor to MALF. PS3 has extensive experience working with LGAs to strengthen sector systems. Finally, a CLA approach was applied throughout the design, planning, and implementation process to respond to the challenges of promoting policy dialogue and creating an enabling environment for agricultural transformation. 
	Context: Agriculture remains the largest sector in the Tanzania economy, accounting for half of GDP and exports and 70 percent of rural incomes. ASDP I was launched in 2006 with the overall goal of reducing poverty and enhancing economic development in Tanzania. In 2015, the Government of Tanzania (GoT) embarked on the design of the second phase of ASDP, which will be launched in September 2017 and will serve as the main public support delivery vehicle for the implementation of Tanzania agricultural policies and development programs (i.e. crops, livestock, fisheries, marketing, and food and nutrition security). ASDP II will also be implemented primarily by LGAs, who will receive 75 percent of the program’s resources to pursue agriculture sector planning and implement performance management processes. LGA officials in Tanzania include Regional Administrative Secretaries, Regional Agricultural Advisors, Head of Economic and Production Cluster, District Executive Directors, District Council Chairman, District Agriculture Livestock and Fisheries Officers (DALFO), and District Agriculture, Irrigation and Cooperative Officer (DAICO).Following a request from the Tanzania Ministry of Agriculture, Livestock and Fisheries (MALF) to support the socialization and capacity building of LGAs to implement ASDP II, the DAI-implemented Africa Lead II project consulted with USAID/Tanzania on which implementing partners were best suited to provide this support to the government. Two projects were identified: the Agriculture Sector Policy and Institutional Reform Strengthening project (ASPIRES) implemented by Michigan State University and the Abt Associates-led Public Sector Systems Strengthening (PS3) project. Upon further consultation, the three USAID projects recognized there was a shared interest in collaborating to support the socialization of LGAs and formed a task force to work closely with government and co-facilitate five regional ASDP II Socialization and Capacity Building Workshops from February - June 2017. 
	Lessons Learned: Africa Lead’s application of a CLA approach to the LGA workshops was about continuous improvement throughout the process. Staff focused on incremental change in collaborating with partners, learning from challenges and setbacks, and adapting programming to internal and external factors that could disrupt program quality and deliverables. For those exploring similar engagement with multiple partners, including government or local institutions, CLA’s framework and principles can serve as an adhesive that constructively binds differing agendas and expectations together and promotes shared success. The planning process and support provided by Africa Lead II and partners for the LGA workshops involved overcoming challenges as well as mistakes, thus there are many opportunities for others to apply and continue to improve upon what we believe are relevant lessons.   • Establish a common purpose for undertaking the activity when starting a collaborative, multi-partner effort. There has to be an incentive for every partner to be involved. This can happen by seeking to understand what each organization/project’s interests and priorities are, then establishing a clear link to how it fits within the higher purpose or goal of the activity.• Form a small, manageable working group (and/or secretariat) for large events composed of both the government and USAID Implementing Partners to discuss, negotiate and drive consensus building on various issues. • Develop guiding principles and terms of collaboration that are agreed upon by all stakeholders. Incorporating these principles and terms into the work plan provides a continuous point of reference and accountability. • Plan for success, but manage risks by articulating internal and external risk factors in a work plan, and specify dates when decisions in response to shifts (e.g. government policy change or partners dropping out) need to be made. Consult with staff, donors, partners, and other stakeholders to reach consensus on these decisions.          DAI's Africa Lead II project is trying to internalize these lessons across all programming. This includes in staff presentations, training resources and publications that articulate our process, and in fostering policy dialogue.  
	Factors: Factors contributing to the success of the workshop included:• Practice Runs: Prior to implementation of the workshops, it was important for the all partners and the government to agree to a Training of Trainers (ToT) session. This allowed the secretariat and all MALF resource people to meet with the facilitators to conduct several practice runs of the proposed agenda. It also enabled the implementing partners to review and revise their session presentations and allow for further discussions regarding logistical planning. • Pre-Event Meetings and Daily Debriefs: The first workshop with 200 participants (two sessions with 100 participants each) took place in Dodoma in April 2017. The day before the meeting, the Secretariat met onsite to discuss any emerging issues and review all logistical arrangements. Following this session, a culture of pre-event meetings became the precedent for the next five workshops. In addition, debrief sessions were conducted at the end of each day between the facilitators, presenters and the secretariat to review what did and didn’t work well, and to  discuss any revisions that needed to be incorporated into the workshop. This process allowed for open and constructive feedback on how to make continuous improvements throughout the events.• Shared Responsibility: In addition to implementing partners contributing financial and technical resources to make the workshops successful, each partner was assigned the role of coordinating logistics for at least one of the workshops. This included following up with government on securing the list of participants and venue selection, ensuring workshop equipment and materials are properly set up each day, and communicating to the larger team on any issues arising. • Adaptive Management: From design to implementation, implementing partners adapted the workshops to respond to changes in context and to increase the impact of the socialization process. This included increasing the number of workshops held to have smaller and more participatory sessions, incorporating feedback from previous sessions into future workshops, and adding a section on monitoring and performance results based on LGA feedback.
	Impact 2: By June 2017, Africa Lead and partners sensitized over 1,000 LGA officials on ASDP II. LGAs are now aware of the process and their role and responsibilities in implementing the program.The most significant outcome is that the five workshops created a learning platform where LGA participants gained awareness of the important leadership role they play in implementing the ASDP II. Participants gained insight into ASDP key policy issues and constraints, but more importantly, they now see each other as resources and do not rely solely on centralized Tanzania authorities. Prior to the regional workshops, LGAs were not sharing information with each other. The CLA approach was discussed with LGAs, who reached agreement and developed action plans focusing on how to eliminate coordination gaps at the local level and with district and regional ministry officials. They are now beginning to share knowledge and resources, including on best practices related to mobile revenue collection and on how public private dialogues can be applied to improve performance.  The five workshops also provided an opportunity for policy makers to hear the concerns of the LGAs and learn more about how issues can be incorporated within ASDP II. For example, as a result of LGA feedback, the MALF is strengthening monitoring and evaluation under the ASDP II to improve decision making and performance. Without these workshops, officials concern about the need for stronger sector-wide monitoring to improve the success of ASDP II could have been lost.


