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Case Title: 

Name: 

Organization: 

Summary: 

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

Internal Collaboration 

External Collaboration 

Technical Evidence Base 

Theories of Change 

Scenario Planning 

M&E for Learning 

Pause & Reflect 

Adaptive Management 

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? What organizational or
development challenge(s) prompted you to collaborate, learn, and/or adapt?

3. Why did you decide to use a CLA approach? Why was CLA considered helpful for
addressing your organizational or development challenge(s)?



  

      
  

4. Tell us the story of how you used a collaborating, learning and/or adapting approach
to address the organizational or development challenge described in Question 2.



  
 

 

 

 
 

  
  

5. Organizational Effectiveness: How has collaborating, learning and adapting affected 
your team and/or organization? If it's too early to tell, what effects do you expect to see 
in the future? 

6. Development Results: How has using a CLA approach contributed to your development 
outcomes? What evidence can you provide? If it's too early to tell, what effects do you 
expect to see in the future? 



 

  
7. What factors affected the success or shortcomings of your collaborating,
	
learning and adapting approach? What were the main enablers or obstacles?
	

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

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,  RTI  International.
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	Submitter: John Dorr, Erin Hughes, Paul Thompson, Firras Traish
	Organization: USAID/Bangladesh & Winrock International 
	Caption: Community Management Organization (CMO) members in Bangladesh preparing a plan to protect their forest ecosystem and its natural resources. USAID/Bangladesh CREL Project. Credit: Winrock International.
	Case Title: Collaborative Learning: The Way Forward to Protected Areas in Bangladesh
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	Summary: Natural resources management is a complex process in the context of Bangladesh because of the presence of a wide range of environmental and social factors. These make the job of managing natural resources hard for the Government of Bangladesh (GoB) alone. To protect the ecosystem and help the government in managing natural resources effectively, USAID has been supporting the development of co-management as a mechanism for the last 20 years. The concept is that the Government and local communities engage in collaborative efforts to manage and protect forests and wetlands in Bangladesh. The co-management mechanism accrued significant development gains in terms of safeguarding resources and benefiting local communities.  However, a rigorous assessment of the co-management mechanism identified two constraints to developing effective sustainable natural resources management. These were the weak operational, technical and financial resources of community-based co-management organizations (CMOs) and lack of a Government-approved legal framework and management plans that define CMO’s rights, role and responsibilities. This systemic learning from implementation experiences prompted USAID Bangladesh to address these constraints by an activity called Climate-Resilient Ecosystems and Livelihoods (CREL), which has adopted a CLA approach in design and implementation. CREL focuses on policy reform, management planning and capacity-building of CMOs to manage natural resources effectively.The CLA approach allowed CMOs to take ownership of the changes promoted by the project.  They evolved from beneficiaries to partners in development, taking responsibility for the outcomes. Tools for assessments need to be simple and used regularly and are currently used by the CMOs.  
	Subcomponent1: Off
	Subcomponent2: Yes
	Subcomponent3: Off
	Subcomponent4: Off
	Subcomponent5: Off
	Subcomponent6: Off
	Subcomponent7: Yes
	Subcomponent8: Yes
	Subcomponent9: Off
	Subcomponent10: Off
	Subcomponent11: Yes
	Subcomponent12: Off
	Subcomponent13: Off
	Subcomponent14: Off
	Subcomponent15: Off
	Subcomponent16: Yes
	Impact: CLA helped the CREL team and CMOs in two ways:  First, it changed the mindset of project staff from results-driven to achieving self-reliance and sustainability of CMOs. Initially, CREL staff were comfortable employing the same methods followed previously.  However, CLA approach enabled them to view development as a dynamic process, where CREL periodically adjusted its technical approach and activities, based on continuous learning and collaborations. Through small scale grants, collaboration and collective learning, CREL staff and CMOs developed improved processes for designing, managing, monitoring and costing grant activities and then adjusting each subsequent round of grants to achieve more effective results within specified timeframes and budgets. Second, the CLA process also helped the CMOs take ownership of their organizations and their activities - a change in their attitude that was critical for CMOs to become self-reliant.  CMO members used to only participate in meetings, but now they are leading their own efforts where women and men are working side-by-side.  They plan their own activities and finances, measuring their progress, and adjusting their activities depending on the context. The outcome of integrating CLA approach in CMOs work is demonstrated in the 19 long-term and 25 annual development plans that each CMO in forest protected areas crafted through an iterative CLA process. This involved collaboration with community groups, the Forest Department and multiple local government agencies. Similar processes took place with wetland CMOs.  Women representatives in CMOs emphasized gender equality and empowerment and an increase in women’s representation in the oversight of CMOs.  CREL helped the CMOs develop a scorecard to measure and evaluate the results of CMO capacity building efforts.  The success of this CLA led scorecard activity inspired the implementing partner, Winrock international, to adapt the scorecard approach in Indonesia where it works with civil society organizations.   
	CLA Approach: CREL conducted an assessment of the primary hurdles to CMOs becoming self-reliant so they can make a sustainable contribution to co-management.  This was done through consultations with key stakeholders where three major constraints were identified:  Policy – there was no definitive legal basis for CMOs to undertake a role in co-management; Management Planning - there was no clear statement or agreement on what CMOs would contribute to co-management; and Capacity-Building – the CMOs had insufficient capacity to plan, monitor, manage and finance their operations and activities. CREL assessed the weaknesses in these three areas by developing a work plan and establishing indicators and targets to measure the progress towards results. It involved collaboration and reflections from CMOs and the community, central- and local-level government officials, other projects, and the private sector.  This CLA process continued throughout the duration of the project, this guided the annual adaptation of CREL’s approaches, work plan, and MEL practices and plan.    The stakeholders were government agencies and managers of CREL’s targeted forests and wetlands and the CMOs.  Their inclusion was promoted through motivation and understanding what, why and how they could contribute to addressing the three hurdles through CLA, and how this would promote their interests, as well as that of co-management.  CREL used CLA to guide its activities, build CMO self-reliance and widen the circle of stakeholder involvement. For policy and management planning, our key decision points were the junctures of agreements between stakeholders, e.g., GoB Ministries and departments.  For capacity building, key decision points were determined by the results of the annual joint-assessment of CMOs that involved 17 indicators in the areas of legitimacy, organizational functioning, governance and inclusiveness, adaptive participatory management, and resource mobilization. We compared the scores and qualitative performance of each CMO with a targeted score for each indicator. The targets were based on achievements by CMOs who had already demonstrated sustainability in the five performance areas. CREL then adjusted its capacity-building activities to reduce the gap between the targeted and measured scores. This CLA approach evolved over time as we implemented and learned from the process of developing policies and plans. For example, to formulate policies, we began working with the Forest Department and Department of Environment, then included representatives from the Ministry of Law and Ministry of Finance, to incorporate their views into successive drafts that preceded final approval. This evolving approach has facilitated the government approval of two important policies supporting co-management – the Protected Area Co-Management Guidelines 2017 and the Ecologically Critical Area Co-Management Guidelines 2016.For management planning, the CMOs had no long-term work plans or the financial support to undertake priority actions during any given period. CLA rapidly became an essential tool for engaging with stakeholders and capturing their inputs in developing the work plans and financial plans of CMOs which eventually helped secure Government approvals. To reap benefits from the co-management experiences of other development partners, CREL collaborated with the German donor GIZ and organized regional consultations that involved all CMOs and stakeholders for input on priority areas for CMOs and their capacity building to undertake co-management activities. In April 2018, a National CMO Congress was held at which 275 of these stakeholders shared their consolidated views into a set of recommendations to the Forest Department. With respect to CMO capacity-building, the project began with a narrow focus on providing training on selected topics. But, at the end of the first year, with results of the baseline capacity assessment and first annual joint-assessment in hand, the capacity-building program measured the gaps and refocused activities to strengthen the CMOs to each level of targeted performance. 
	Why: CREL built adaptive management into the project design to ensure continuous monitoring, evaluation and adjustment to achieve the project’s objective. A set of indicators were developed to measure the progress of self-reliance and sustainability of the CMOs.    For co-management to succeed and CMOs to become self-reliant, inputs and buy-in to co-management would be needed from a wide range of stakeholders. Collaboration, collective learning and adjustments were critical for CMOs to successfully implement co-management activities as well as achieve self-reliance. This was defined as targeted levels of performance established by CREL for 19 indicators that measure legitimacy, organizational functioning, governance and inclusiveness, adaptive participatory management, and resource mobilization. CREL involved partnering and collaborating with six Government Ministries, three operational departments, and multiple government administrative units at the district and local level. It was also necessary to coordinate with concurrent projects of other development partners and donors working on similar activities to leverage activities and investments and to avoid duplication. It was necessary to continuously engage, learn, share and adjust CREL’s approach and provide supports to the CMOs accordingly.     CREL’s provision of technical assistance, training and grants to CMOs, and facilities requested by the CMOs to promote ecotourism in selected protected areas has benefited from continuous fine-tuning. This is the result of lessons learned through regular feedback from stakeholders. Studies on co-management in Bangladesh and continuous monitoring and evaluation of the progress of CMOs towards jointly established targets for their self-reliance and sustainability have helped fine-tune CREL’s approach and activities. 
	Context: USAID/ Bangladesh has been a long-standing partner of the GOB in managing natural resources including forest and wetland ecosystems that are highly vulnerable to many environmental and social factors including natural disasters, climate change impacts, resource exploitation, population pressure and overall poor management. USAID investment has substantially supported the idea of co-management by instituting community-based Co-management Organizations (CMOs) through implementation of four successful projects over a period of 20 years.  The notion involves the Government and local communities collaborating and sharing the power, rights, responsibilities and benefits of managing the ecosystems. The framing of CMOs includes participation of local community members and government representatives, for example from the Bangladesh Forest Department. The development hypothesis of co-management is that along with Government, if local people are engaged and have a stake and voice in managing their natural resources, then these resources will be managed and protected more effectively.USAID-led CMOs brought gains in protecting and managing natural resources and benefiting local communities. In the Hail Haor wetland, restoration, sanctuaries and sustainable fishing practices increased fish catches from 171 kg/ha before co-management to 380 kg/ha with co-management, and benefited 3,800 fishing households and 160,000 local people who consume fish. CMOs also stabilized stream banks in forest areas, reducing soil erosion and flooding, and improved sources of freshwater in areas affected by salinity. Periodic reviews of CMOs found two constraints to developing effective sustainable co-management:  weak operational, technical and financial resources of CMOs and the lack of a Government-approved legal framework and management plans that define the CMO’s rights, role and responsibilities. Therefore, USAID/Bangladesh and its’ implementing partners integrated an adaptive management approach in the design of CREL. The objective was to further institutionalize co-management by focusing on establishing sound policies, improved management planning, and building the capacity of CMOs.  
	Lessons Learned: CLA should be incorporated into the project design and work plans to ensure its inclusion as a principle approach, and not simply an outcome of the implementation process. Also, rather than a purely linear process, CLA should be viewed as a series of loops – forwards, then perhaps a pause and reflect and even a step backward, followed by resumption of forwarding steps. Moreover, this is not a single set of loops, but often sets of parallel or embedded CLA processes. For example, as policies evolved and management plans developed, the capacity requirements of CMOs also changed, creating three parallel and interconnected CLA processes. CLA should be thoughtfully and fully interconnected with monitoring, evaluation, and learning (MEL) plans and processes. When properly aligned, the elements of CLA and MEL can augment how a project compiles information through collaboration and monitoring of stakeholder’s views and project indicators.  This interactive process also facilitates learning at all stages of activity implementation, and guides continuous adaptation of approaches and allocation of project resources to improve progress toward objectives and targets.  The MEL program should be dynamic and regularly adjusted based on inputs from CLA. CLA is a core element of any process whose desired outcome requires the inputs and support of multiple stakeholders, and the greater the number of stakeholders, the greater the need for CLA.  Coupled with this requirement is the fact that CLA does not occur by default. An intentional and resourced approach must be in place to steer CLA led development processes.  Finally, CLA inclusion processes necessitate development of well-respected and enthusiastic “champions” who can explain, motivate and lead the stakeholders throughout the processes. 
	Factors:  Growing support for co-management within government at all levels has enabled more effective co-management. Given the size and complex objectives and targets of CREL, the key to its success was the vast number of stakeholders who were involved in the project. Among these stakeholders were government, communities, private sector interests and other donor initiatives. These stakeholders had varying responsibilities, expectations and capacities to make co-management work. This complexity was compounded by the multiplicity of regional, social/cultural, religious and economic differences – often differing or in conflict with each other. Co-management is a process that goes against the top-down authoritarian way forests and wetlands have been traditionally managed in Bangladesh. It requires a shift to a more holistic and integrated management system that relies on building alliances and sharing of power. Progress depended strongly on the willingness of officials to accept a change in their authority. The land administration has a traditional authoritarian view of its responsibilities which constrained progress in wetland co-management, and this was compounded by their lacking a formal role or ownership of co-management. Also, frequent changes in government personnel required regular reorientation of persons unfamiliar with co-management.  Local political interests hindered the progress of co-management. Traditional norms that disempower women were also a challenge that was gradually addressed through active promotion of the role and involvement of women in co-management.The new paradigm of co-management and allowing CMOs to play a key role in the process is impossible without the application of CLA at all levels. Enablers that evolved through learning included retreats and public events with government officials on policy reform.  Communities and CMOs were engaged through participatory processes such as village-level planning for resilience, community guarding of forests and wetlands, and spouses’ meetings to promote acceptance of women in co-management and increase their equity and empowerment. 
	Impact 2: A primary development outcome (intermediate result) of CREL was the increased capacity of CMOs to sustainably contribute to co-management, as stipulated in the new Government policies and protected area management plans facilitated by CREL. For example, CMO actions to protection from tree-cutting and regeneration in forests, protection and restoration of water bodies and swamp vegetation in wetlands, and protection of beaches, mudflats and waterways in the coast all contribute to conserving globally threatened water birds, primates, dolphins and marine turtles. These actions have also helped secure ecosystem services that benefit local people, from mangroves that provide shelter during cyclones to more water efficient agriculture. This resulted from the CMOs’ improved ability to plan and finance conserving habitats and biodiversity, developed through CLA mechanisms that included technical assistance, training, workshops and retreats, cross-visits among CMO members, and consultations with government officials, communities, other donors and projects.  CLA was effective helping CMOs become self-reliant in several manners.  Annual scorecard joint-assessments showed that 33 organizations made progress towards the 17 indicators targets, with 24 CMOs achieving a level of performance deemed sustainable.  Meeting records showed that women’s participation in CMO activities increased by 36 percent. Annual financial audits of CMO books showed that 31 CMOs increased their revenue through enterprise activities that later helped fund their activities to support habitat and biodiversity monitoring, protection and rehabilitation.  The outcome of this CLA-based capacity-building is that 45 CMOs (many with subsidiary community organizations), which have combined the voices and resources of more than 1000 villages and 50,000 people, are now working in collaboration with the Government to help protect their forests and wetlands through effective co-management. The CMOs have graduated from being mere recipients of donor assistance to becoming self-reliant partners and contributors to CREL’s primary objective - protection of their ecosystems and natural resources. 


