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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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	Caption: Participants dialogue during USAID/Kenya and East Africa's Partnership for Resilience and Economic Growth 2017 Joint Work Planning Workshop. Credit: USAID/Kenya - Africa Lead II.
	Case Title: Collective Action, Collective Impact through Strategic Partnerships in Northern Kenya
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	Summary: In 2013, the USAID Kenya and East Africa mission formed the Partnership for Resilience and Economic Growth in Kenya (PREG), a collaboration and coordination platform, that brings together humanitarian and development partners to build the resilience of vulnerable pastoralist communities in northern Kenya. The Partnership unites multiple USAID activities, implementing partners a work with the Kenya National Drought Management Authority and county governments to coordinate resilience and economic growth activities. PREG partners work in nine arid counties of northern Kenya and builds on community identified strengths and priorities, while tapping into the remarkable survival abilities of local populations.

This coordination and integration of complementary humanitarian and development assistance activities allows for USAID and partners to adjust as communities become more resilient over time. PREG is applying collaboration approaches, mainly partner-driven, to coordinate USAID investments in northern Kenya aimed at improving livelihoods and governance; strengthen livestock value chains; enable access to water sources and water, sanitation, health and hygiene services; increase conservation measures; address conflict; improve literacy and youth employability; and promote inclusiveness and gender responsiveness.

This case focuses on the progress of collaboration that has facilitated a maturing partnership and shares lessons learned in structuring collaboration that is meaningful and strategic and some of the challenges encountered in the growth of the partnership. Specifically, the case highlights joint work planning processes and how these have facilitated effective collaboration, continuous improvement, a culture of openness, leveraging of relationships and networks; as well as learning events as moments to pause and reflect, capture learning and use this learning to tweak interventions for efficiency and effectiveness.
	Subcomponent1: Yes
	Subcomponent2: Yes
	Subcomponent3: Off
	Subcomponent4: Off
	Subcomponent5: Off
	Subcomponent6: Off
	Subcomponent7: Yes
	Subcomponent8: Yes
	Subcomponent9: Yes
	Subcomponent10: Yes
	Subcomponent11: Yes
	Subcomponent12: Yes
	Subcomponent13: Off
	Subcomponent14: Off
	Subcomponent15: Off
	Subcomponent16: Yes
	Impact: The intentional, systematic, and planned process of annual joint work planning to pre-select sites where sequencing, layering and integration of activities will take place has significantly reduced duplication, promoted efficiency as partners share resources, such as vehicles and highly specialized staff (e.g., water engineers) while implementing at common sites.  It has also provided a structured way to collaborate in a way that promotes a culture of openness, mutual understanding and mutual respect among PREG partners as professionals.
Incorporating tools such as the CLA Maturity Tool on collaboration has facilitated a deeper understanding of collaboration and the trajectory to institutionalize it. For example, partners no longer view holding one-off meetings as sufficient collaboration, but strive to meet and develop joint plans or interventions to address activity goals and the overall objective of building resilience at a site. The partners strive to go beyond activity goals to leaving a legacy in the area we work.

The Partnership has significantly reduced, if not eliminated the traditional competition among implementing partner organizations common among USAID partners. Partners share their project documents, analytic information, office space in the field, technical expertise and a wide array of resources that exist within the partnership.  The partners hold a sense of pride of being active contributors to the Partnership.  
PREG is being referenced as a model to learn from at high levels, both at USAID, the Government of Kenya and development partners in Kenya.  During the recent Development Objective level portfolio reviews in the mission, the Partnership was mentioned as a model to replicate to increase effectiveness and efficiency of US Government investments, as well as practical example of CLA.

The Partnership is seen as an effective model of coordination. Previously, the county governments would approach different USAID partners with different requests, but now with the recognition of PREG as a unified body for all USAID investments, not only has PREG streamlined interaction with the local governments, but USAID’s visibility and influence has been enhanced, particularly at the county level.
	CLA Approach: USAID’s implementing partners working on resilience had been holding monthly meetings since 2013, based on the requirement for partners working in Northern Kenya to sequence, layer and integrate humanitarian and development assistance interventions with the aim to reduce the reliance on U.S. food aid. The Partnership developed organically, through monthly meetings at both national and county level and was further strengthened by secretariat/organization support provided by the Resilience Program Management Assistant, under the guidance of the Kenya Resilience Coordinator. The meetings continued to provide the platform for external and internal collaboration.

In the spirit of continuous improvement, the Partnership identified and adopted the Collective Action: Approach as part of its standard operating principles (SOPs). The Approach is an innovative and structured model to making collaboration work across organizations to achieve significant and sustainable change. John Kania and Mark Kramer first wrote about the Approach in the Stanford Social Innovation Review in 2011, and identified five key elements that now provide the framework for PREG work streams:  i) Common agenda for change, including a shared understanding of the problem and a joint approach to solve the issue through an agreed set of actions; ii) Shared measurement across all participants for alignment and accountability; iii) Mutually reinforcing activities; iv) Open and continuous communication; and v) Backbone organization support.

The Partnership uses this approach to develop annual joint work planning workshops and curriculum, to ensure that the collaboration and joint actions were strategic, minimize overlap, promote synergy, and achieve multi-partner collaboration that is effective and efficient. The main anchors of the joint work planning processes are strategic and meaningful collaboration, a culture of openness and respect, and activity work plans as cost effective tools for adaptive and flexible programming. The PREG level work plan is demand-driven based on the collective planned joint actions and progress is tracked monthly on a performance dashboard. The PREG Learning activity staff facilitate this processes under the guidance and support of the Resilience staff.

The Partnership agreed on the use of work plans as an adaptive management and flexible programming tool. There was consensus on the work plans being a living document that did not require a major modification; as such aspects of scenario planning could be used to build in flexibility in work plans. This was particularly beneficial during the 2017 drought and election shocks and stressors in Kenya. Implementing partners that built in flexibility into their work plans were able to have contingency plans and support county efforts to respond during the drought, and mitigate for the delays in implementation due to the prolonged election process. Using the work plans also provides for collaboration efforts to be budgeted for and therefore resourced appropriately. An example of this is during the 2017 joint work planning workshops, 49 sites were identified as sites for joint programming. One example of joint programming sites is the Oldonyiro community in Isiolo County.  The joint programming includes market construction and management, animal health services, water, sanitation and hygiene, peace-building, natural resource management, asset creation, a new water system constructed and policy enabling environment. This has resulted in increased access to services for the 6,000 households including nutritious food, health outcomes and increased incomes. Animal sales prior to market construction animal 2,777 (2014 average) and have gone to 4,698 in 2017 (A 69% increase).

In order to ensure that adaptive management is incorporated, the Partnership has conducted annual learning events since 2015. These events are 5-day field-based sites, incorporating reflection sessions that identify areas for improving targeted interventions, based on multi-sector expertise. The thematic focus areas are proposed by the partners and agreed upon by consensus. The PREG Learning activity is responsible for leading a joint organizing committee, consisting of partners and USAID staff. In March 2018 the fourth learning event included 100 participants and focused on learning around market systems, chronic drought hot-spots and strategic communication themes. The lessons learned were captured and shared, action plans developed for the subsequent implementation and information is available to inform interventions and design of activities. 
	Why: In 2013, resilience programming in Kenya was in its first five-year phase and was being implemented in the context of a radically changing governance system due to Kenya’s new constitution with devolved county governments. This changing context, as well as reflection on the theory of change and resilience policy guidance, reinforced the need to do business differently. There was mutual understanding that for the PREG partners to achieve the overall goals of building resilience, as well as achieve individual activity goals, it was important to have strategic collective actions that would lead to greater collective impact than would be achieved by stand-alone activities. From 2013-2016, PREG undertook many CLA-like efforts, including: building learning and adaptability into long-term development programs; enhancing joint work planning, and building on gains of humanitarian assistance activities. 

In 2016, the mission’s program office staff conducted briefing sessions on new ADS requirements on CLA. This briefing gave the PREG secretariat a basis to reinforce and re-energize the partnership’s commitment to the principles of sequencing, layering and integration as outlined in the theory of change, and the critical need for strategic collaboration. The Resilience Program Management Assistant also attended the Better Development through CLA training in June 2017. This further reinforced our understanding of CLA and provided us and the PREG learning team with tools and resources to better structure the CLA already underway in the partnership.

The CLA framework has provided a basis to assess the partnership’s maturity and anchor our collaboration, leaning and adaptive management efforts. The CLA toolkit has provided partners, USAID and the PREG Learning Activity with tools and resources to structure CLA within PREG and their activities.
	Context: The 2011 drought tipped millions of people into crisis with more than 3.75 million people in northern Kenya in need of food assistance. Kenya’s resilience programming was designed with the aim of reducing humanitarian caseload in the Horn of Africa by 1 Million people. USAID senior leadership made the strategic pivot to co-locate humanitarian assistance and development assistance resources in the same geographic zone long term, sustainable economic growth, and build household resilience. This required a new business and operational model at the mission level funded by the different funding streams including: Feed the Future (FTF); Food for Peace (FFP); climate change; biodiversity; water, sanitation and hygiene (WASH); the U.S. President's Emergency Plan for AIDS Relief (PEPFAR); governance, conflict, and nutrition. The mission established what is now known as the PREG.

The partnership is currently chaired by the USAID/KEA Resilience Coordinator and currently draws partners from 26 USAID funded activities implemented in northern Kenya. These activities  include those funded by OFDA, FFP and all mission technical offices. Until May 2016, PREG was coordinated by USAID staff who served as the secretariat for the partnership. As the partnership grew, the coordination effort required more time, resources, and structure. The Mission’s Resilience team identified the capacity within the Africa Lead II activity and invested in a buy-in for the PREG Learning and Institutional Strengthening activity (PREG Learning) to support the secretariat/backbone function, support continuous, strategic communications, and facilitate institutional capacity strengthening for the Government of Kenya institutions. 

USAID’s 26 activities are aligned with key national and county development plans such as NDMA’s Ending Drought Emergencies (EDE) Common Program Framework and the County Integrated Development Plans as well as USAID’s 2012 Resilience Policy and Program Guide.
	Lessons Learned: Knowledge management is valuable and important. It is important to have the right resources in staff and technological capacity to plan for knowledge management and knowledge sharing. This ensures lessons can be shared in relevant and applicable ways. Consolidating knowledge and information or resource links in a single document or portal is a suggested consideration. The PREG has developed a manual that documents the standard operating principles of the partnership, including off-boarding and on-boarding processes.
Culture cannot be underplayed. It is necessary to ensure a culture of project management where implementing partners are considered equal, vital partners in development, thus able to challenge USAID staff, theories and designs with proposed solutions and ways forward that enhance meaningful dialogue for continuous improvement.   “If you want to go fast, go alone. If you want to go far, go with others” is a proverb we reference to reinforce a partnership mindset.

Champions/early adopters of the collaboration and adaptive management mindset and approaches as are able to influence others and achieve considerable progress, especially by ensuring that evidence we have gathered is used for decision-making at all levels. M&E across a wide spectrum of a range of activities is complex. Plan and prepare, to determine what is relevant across partners and the theory of change. Recognize the complexity, in order to appropriately plan for it. Changing metrics and indicators that don’t require attribution to give room for better collaboration in both staff performance management and project management, has the potential to reduce the incentives for competition that work against meaningful collaboration, and a culture of openness. Setting milestones that indicate incremental progress towards that higher level goal in shorter timeframes, help reassure with evidence trends in the right direction.  This approach helps to maintain motivation. A good example is the use of milestones in policy and institutional strengthening work. Celebrate successes and recognize champions.  Positive feedback loops help reinforce and re-energize the partners.
	Factors: Enablers : Having a well-articulated theory of change, a higher level common goal and coordination language in contracts and agreements that required partners to work together provided a starting point for collaboration across USAID implementing partners and technical offices. This provides a basis for clarity on the intended vision, and expectations. Mission management support to the resilience agenda in the nascent stages of the partnership communicated the importance of the portfolio as well as the approach to do business differently.
Existing mature relationships and networks in the partnership over time have reinforced the principles of the partnership.  The principles of good faith, transparency and trust among partners as professionals, have continued to permeate the partnership.  An enabling environment that supports creativity and innovation has enabled the partnership to respond to challenges and opportunities as they arise.
The use of technology and creativity has added value to the partnership.  The PREG GIS mapping tool process was a catalyst to deepen the partnership. Partners were able to identify areas of coverage, opportunities for collaboration, and use the information for targeting and communication. The mapping process also provided motivation for a greater accountability among partners and more concerted efforts to reach the vulnerable and remote communities. PREG has used cutting edge technology in developing communications material and tools for the partnership, such as videos, quality photos, site profile templates, presentations, etc. These have been compelling nuances to various audiences and have brought a greater sense of value and cohesion among partners. 

Obstacles: A less formal partnership structure such as PREG has paused challenges in terms of the right level or representation, appropriate levels of resourcing needs, against dwindling resources.  This has necessitated the PREG partnership to find creative and innovative solutions to keep making progress despite existing challenges.  Timelines for implementation of different mechanisms has been a challenge.  However, the partnership developed SOPs that include onboarding processes for new activities and off-boarding/handover process for exiting activities. External collaboration has been more effective than internal collaboration. Working with champions/early adopters have moved the partnership forward and proved to be worth the extra effort. 
	Impact 2: The overall 2017 goal of the resilience programming in the Horn of Africa was, and remains, to reduce the number of people in need of humanitarian assistance (during an event of the magnitude of the 2010/11 drought) by one million. 
Through PREG Learning activity, the 2018 annual work plans included sections on partners’ commitments for joint activities that were structured, resourced and intentional for the first time ever. Meaning, activities FY18 work plans budgeted for PREG level collaboration. In addition, PREG identified 49 community sites for joint implementation of sequenced, layered and integrated interventions. We are currently assessing the impact of these selected sites.  
Individual activity monitoring and evaluation plans attest to progress in achievement of objectives. However, it has been challenging to provide the evidence to prove the link between the collaborative effort versus individual programming.

The Kenya Resilience team is embarking on a more rigorous impact evaluation for the second phase of resilience programming. In addition to this, we have embarked on activity level options to provide this evidence. The unintended outcomes at several layering sites show significant benefits that are not being captured in the activity monitoring and evaluation plans. With the support of Washington colleagues, the team has commission outcome harvesting to validate the higher level survey results we have seen at community level. One such case is the Oldonyiro community with the process currently ongoing. This outcome harvesting process will be replicated to other layering sites to generate evidence to further provide and show the results of using a CLA approaches and tools. The PREG Learning activity has completed a case study at the Moruese community layering site. This was a community which was identified for joint implementation. In the midst of a drought in 2017, this community harvested a surplus and was able to be food secure, as well as help neighboring communities. .



