
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Think about which subcomponents of the Collaborating, Learning & Adapting (CLA) Framework 
are most reflected in your case so that you can reference them in your submission: 

• 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 



 

 
 

 

    
  

 

    
  

1. 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? 

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



  

    
  

   
  

3. 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. 



  
 

 

 

  

4. 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? 

5. 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? 



  

 

  

 

6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

7.Was your CLA approach prompted by a response to the COVID-19 pandemic? If so, how?

The CLA Case Competition is managed by USAID's CLA Team in the Bureau for Policy, Planning 
and Learning (PPL) and by the Program Cycle Mechanism (PCM), a PPL mechanism implemented 

by  Environmental Incentives and Bixal.  

https://www.usaid.gov/selfreliance

	Case Title: 

	Submitter: Molly Cannon and Camelia Gheorghe
	Organization: D4I, Palladium
	Caption: D4I provides mentoring to the management of the National Social Assistance Agency, March 2021
	Case Title: D4I Moldova - Applying CLA to improve the lives of children in adversity
	Image_af_image: 
	Summary: “Harnessing the Power of Data for the Benefit of the Child” is an activity of the USAID-funded Data for Impact (D4I) project implemented in the Republic of Moldova, a country in Eastern Europe affected by out-migration and with a large number of children left behind by parents who migrate for labor opportunities. Despite government measures, patterns of institutionalizing children with disabilities and children ages 0‒3 continue; many need social services. The country’s political situation is unstable, with frequent changes in the leadership of the Ministry of Health, Labour and Social Protection and severe staff turnover. The National Social Assistance Agency, set up to implement government policy, is young and unexperienced. Territorial Social Assistance Structures lack SOPs. D4I used CLA approaches to deal with administrative delays resulting from the political environment, and to address the challenges caused by COVID-19 pandemic and the lack of a data use culture. The CLA approach consisted of development of a Theory of Change and flexible workplan/budget; hiring the right staff able to operate in a complex environment; development and implementation of an external communication plan with USAID Headquarters, the Mission, UNICEF and government counterparts; institutionalization of team meetings that tracked shifting socio/epidemiological/political factors and  focused on reflecting and adapting; and coaching of staff in key competencies to facilitate CLA. After one year of implementation facilitated by CLA, we overcame significant barriers and were able to achieve key deliverables (e.g.,  achieved an MOU for the D4I workplan, approvals on development of a CMIS; uninterrupted implementation of activities) as well as identify new and better ideas to strengthen D4I implementation, including positive engagement with the NSAA to guide its transformation into a learning organization; an outcome-oriented M&E training course that resulted in data use and DQA plans; relationships with UNICEF for joint impact; and new technologies to deliver trainings and meetings virtually.
	Impact: The five pillars of the CLA approach used by D4I in Moldova have significantly contributed to increasing the organizational effectiveness to deliver better outcomes for the government and children: 

- The Theory of Change and related flexible workplan and budget allowed us the flexibility to innovate based on new/updated information and changing conditions. 

- Hiring the right staff with exceptional facilitation and strategic planning skills and an agile pool of consultants and HQ staff was instrumental in influencing change. Inclusion of interpreters and translators in our team ensured that all individuals were engaged in discussions and had their thoughts and opinions reflected.
-	The communication plan with external stakeholders and the consultative stakeholder engagement process ensured streamlined communication and opportunities for reflection and learning, identification of common challenges, brainstorming of solutions, and joint decisions on workplan adjustments. 
-	Institutionalized weekly meetings with core team including HQ and field teams helped in reviewing key contextual factors influencing work in the country and progress toward key benchmarks and deliverables, discussion of key operations data, procurement, vendor payments to ensure spending is on track and address delays.
-	Staff coaching toward achieving results, through 1:1 and team weekly meetings, encouraged critical thinking and problem solving,  scenario planning, and discussing pros and cons to determine the most appropriate solution. The project excellence approach of Palladium, implementer of D4I in Moldova, supported the development of key competences of staff. With the flexible workplans and budget, our organization culture encourage staff to think through how best to achieve the results rather than follow a specific process. 
	Why: D4I used CLA approaches due to the highly volatile political environment in the Republic of Moldova, which caused significant delays in the implementation of a longitudinal case management information system (CMIS). In addition, the CLA was particularly needed to address the challenges imposed by COVID-19 pandemic, as well as posed by structural issues, such as the lack of a data use culture, staff turnover in the child protection policy directorate of the MOHLSP and TSAS, and scarce local expertise to engage in activity implementation.

We knew from the beginning that it was unlikely there would be stability throughout activity implementation and that CLA was needed to ensure achievement of capacity strengthening results and a functional longitudinal CMIS, able to make data available for decision making. The approach was to build as much as possible, based on the results of a former activity implemented in the framework of MEASURE Evaluation in Moldova in 2017–2019 as well as to:

- LEARN: Make utmost use of country strengths, use a participatory learning-centered and mentorship approach with beneficiaries and coaching of the local consultants;
- ADAPT: Be as flexible and adaptive as possible with workplans, deliverables, and budget allocation for various activities based on emerging needs and opportunities;
- COLLABORATE: Work in close cooperation with UNICEF Moldova, NGOs, and other partners to support their work agenda in deinstitutionalization, services development, and capacity building through provision of data and expertise in M&E as well as to jointly lobby for advancing the child care and protection reforms in the country.
In this respect, the CLA approach was built into D4I activity in Moldova both in its design and later in the implementation work.
	Lessons Learned: The COVID-19 pandemic was one of, but not the only reason, for a CLA approach.  We had already chosen to use a CLA approach based on the ever changing political situation and further refined/applied CLA once the pandemic hit.
	Factors: Enablers of our CLA approach:1.	Excellent communication and permanent support received from the USAID Mission in Moldova - it helped the team cope in an innovative way with the numerous implementation challenges (delays, budget shortage, political instability).2.	Relationship between the D4I team and government, donors and NGOs, built over the last four years - it helped building trust and good working relationships with government stakeholders and donors; The D4I team is well known for its top notch expertise in M&E and as a trusted partner to rely on in the area of data collection, analysis and use, indicator development, and information systems.3.	Systematic communication and cooperation with UNICEF - it helped share lessons learnt and develop common approaches to address challenges with MOHLSP, avoid overlaps  and learn about key reference materials to inform the D4I work.4.	Key Result Areas and competencies (thought leadership and external engagement; technical excellence and collaboration; excellence in project management and delivery; growing our people) established by Palladium for each member of the core team - it helped ensure that the team: a) met the timelines and that the beneficiaries and the client were satisfied with the quality of work; b) applied best practice for the scaled implementation of quality D4I services; c) improved skills and behaviours related to core competencies (e.g., forecasting, project management, inclusiveness, and innovation)
Obstacles encountered in deploying our CLA approach:
1.	Turnover in staffing at the USAID Mission - however, the Mission always ensured we had a primary point of contact who supported D4I staff.
2.	Staff turnover in the project delivery team - however, with good knowledge management systems in place, we were able to continue core functions.
3.	Overlap of roles and responsibilities in M&E between child protection policy directorate of MOHLSP and the NSAA and resistance of the former to stick to existing status quo - raised challenges in our strategic collaboration and endeavour to learn and adapt our approaches to clarify the roles and build the required capacities. 
	CLA Approach: The CLA approach used by D4I in Moldova consisted of five pillars: 
I. Co-developing, monitoring and adapting a Theory of Change and related flexible workplan and budget to achieve use of information for decision making.
 II. Actively recruiting staff and local consultants able to effectively operate in the complex operating environment in Moldova and who are respected by country counterparts. 
 
III. Developing and implementing a communication plan with external stakeholders (USAID Moldova and HQ, key government agencies, UNICEF and NGOs).
IV. Institutionalizing weekly meetings with core team including HQ and field teams, using a standing agenda that fo .  
V. Coaching of local staff toward achieving results.
These pillars of CLA supported us to cope with several challenges caused particulary by the unstable political context and pandemic. 

Challenge 1 - MOHLSP delayed the signing of the MOU for over nine months: through intense dialogue and facilitated discussion, the D4I team received earlier approval from the MOHLSP to start some activities on capacity strengthening and indicator development), sped up engagement with NSAA, which was a very willing and ready partner, and engaged USAID and UNICEF Moldova on a communication strategy with the MOHLSP. 
Challenge 2 - The COVID-19 pandemic prompted the government to reprioritise its agenda and prevented any face-to-face engagement with key counterparts and agencies for more than a year: D4I adapted its workplan to flexibly cope with the competing priorities of the MOHLSP; based on good computer literacy and internet connection in the country, the D4I team conducted meetings and trainings virtually, including very technical trainings in M&E for more than 200 field-based social workers, rayon specialists, and central-level policy and implementation staff.
Challenge 3 - The COVID-19 pandemic prevented the Team Lead 's mobilization from Bucharest to Chisinau for more than one year and limited some staff's ability to work full-time: D4I used virtual meetings, hired local and international consultants to implement portions of the work while recruiting replacements, mentored staff who had less experience in technical M&E and used Palladium's coaching model to support staff in adapting as needed. 
 Challenge 4 - Resistance of the MOHLSP to approve the CMIS implementation workplan due to longstanding commitments to use an existing system: through strong facilitation skills and evidence, the D4I team was able to unpack key concerns of most stakeholds on the existing information system (obsolete technology, undocumented architecture, inability to capture longitudinal data, and limited functionality and use of the system) and address them by: (1) updating the assessment of this system and engaging the government in its scoping; (2) reviewing the Court of Audit’s reports on the existing system to understand the government mandate; (3) creating a strong demand for CMIS among the professional community at all levels (central, rayon, community); (4) crafting different language that made the CMIS solution more palatable. The team has closely collaborated with UNICEF and USAID and developed a communication strategy to deal with the concerns of the MOHLSP.  
Challenge 5 - Accommodating additional support requested by the NSAA and TSAS: the D4I team acknowledges the excellent leadership and engagement of the NSAA to improve its performance. The D4I assessments of the M&E capacity of the NSAA and TSAS conducted in 2020 identified incredible opportunities to strengthen these agencies so that they have a meaningful impact on children, i.e., mentoring for addressing data use barriers and assuring data quality, streamlining data collection processes, training on the role of M&E in planning child protection policies, development of digital content for the e-learning platform of the NSAA so that all social assistance professionals, including new staff, have access to resource materials for self-instruction. D4I reviewed savings from some delayed activities and unused funds for travel and workshop costs, engaged the USAID Mission in helping identify solutions and was able to accommodate the majority of requests.
	Context: Moldova is a landlocked, low- to middle-income country in Eastern Europe, and the home of approximately 3 million citizens, 20% of whom are children. Due to persistent poverty, unemployment, and low pensions and social benefits, around 55,000 people migrate abroad each year in search of a better life. Out-migration results in high levels of family separation. In 2019, approximately 9 of 10 children separated from their families were children left behind by labor migrant parents. and were in the care of aging grandparents or with no care at all. High rates of alcohol use, domestic violence, stigma associated with disability, and other risk factors also drive family separation, leading to a small but growing number of runaways as well as the placement of children in institutions. 

To improve lives of these children and prevent more children from being separated, the government regulated the custody placement (formal kinship care) for children left behind and partnered with NGOs to develop prevention and alternative family-type services. As a result, an increasing number of children left behind are now better protected through social services and there has been a significant decrease of children in residential care (from 17,000 in 1995 to 960 in 2019). 
Despite such progress, out-migration remains intense, and more and more children are in need of social services. In addition, patterns of institutionalizing children with disabilities and children ages 0-3 continue. Social services, once financed by the central government, were devolved to the local level as part of the decentralization reform, but the rayons face challenges in financing basic minimum social services.
The country has an unstable political situation. Over the last four years, there have been six ministers of social affairs. The policy directorate in the Ministry of Health, Labour and Social Protection (MOHLSP) underwent severe staff turnover and it is understaffed. The National Social Assistance Agency (NSSA), set up to implement government policy, is young and unexperienced. The Territorial Social Assistance Structures (TSAS) function in a vacuum of standard operating procedures. Intense brain drain affects the country and high-quality local expertise is rare.

Child protection data is primarily used for reporting rather than decision making. 
The overall goal of the Data for Impact (D4I) project in Moldova-- “Harnessing the Power of Data for the Benefit of the Child”-- is to strengthen the capacity of the government to use data to generate a positive impact on children in adversity, defined as children who are experiencing conditions of serious deprivation and danger.
	Impact 2: The main results obtained after one year of D4I implementation in Moldova and which are due to our CLA adaptive management approach are the following: 
-	Eventual signing of the Memorandum of Understanding with the MOHLSP which ensured the ultimate agreement of the MOHLSP to the D4I workplan and enhanced engagement and interest in the development of the CMIS system-	Continued the implementation work with activities uninterrupted and actually identified some new ideas/thinking for the future to strengthen the D4I support in Moldova (e.g., engaging universities in developing an M&E curriculum as part of pre-service education, institutionalization of data review and data use meetings at the level of TSAS, involving children in the design of the CMIS, completing the legal framework with M&E provisions and structures to ensure data better serve the interest of children).-	Excellent engagement with the NSAA in guiding its transformation into a learning organization, with systems and processes that support problem solving, experimentation, learning from experience and transfer of knowledge throughout the organization, and integrate them into the fabric of daily operations, so that the NSAA can manage their learning more effectively. We are aware that this is a major undertaking and learning organizations are not built overnight, but we have several years of D4I implementation at our disposal for building the foundation of an irreversible organizational development process, using M&E at the core of this change process. -	Developed a full M&E training course with NSAA national staff that was outcomes-oriented and included outputs such as data use and data quality assurance plans which were embedded into the annual activity planning of NSAA.-	Leveraged existing relationships with UNICEF to be able to make progress in spite of challenges with government.-	Learned of new technologies to deliver trainings and hold meetings virtually. The technology allowed for  simultaneous interpretation in Romanian, Russian, and English. Ended up using this technology in other countries and had cross-country meetings with government counterparts in multiple languages/countries (e.g., Armenian, Spanish, Romanian).

Without a CLA approach, the D4I activity would have been discontinued for almost one year, we would have not been able to identify and address emerging needs of the government, we would have been operating in isolation and     opportunities for influencing change and innovation would have been lost.


