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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 



 

 
 

    
  

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: Bruce Luaba
	Organization: Catholic Relief Services
	Caption: Women participants in a CRS intervention at the Katanika internally displaced persons’ camp after a focus group discussion with CRS Accountability Manager Bruce Luaba, in Kalemie, Tanganyika Province, DRC. Credit: CRS/RDC.
	Case Title: Learning From CRS’ Beneficiary Feedback Mechanism in the DRC 
	Image_af_image: 
	Summary: As part of its efforts to increase accountability to the people served through its projects, in 2016 CRS DRC put in place a nationwide, toll-free beneficiary feedback hotline through which participants could share their inputs, concerns and complaints on project activities. Initially trialed through five projects, the hotline has been a huge success in terms of the volume of feedback received, with 15,684 instances of feedback received by January 2018. Feedback from participants has led directly to changes in project implementation, to increased engagement with local authorities, and to a change in the way CRS approaches its projects. At the same time, the initiative has encountered a number of challenges, including the low participation of women in accessing the hotline, difficulties in processing the volume of calls received, and the additional time burden created for project staff. To address these problems, CRS set out to better understand how project participants were interacting with the hotline and other accountability mechanisms. Through a series of focus group discussions held in 2017, CRS DRC’s Accountability, Protection and Gender Focal Point engaged directly with project participants and staff in the field to gauge the use and impact of the hotline. The results of this analysis have impacts not just in terms of direct changes to program implementation, but more broadly for how CRS approaches working with project participants, and how we engage them in the conception and implementation of our projects.
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	Impact: As referenced above, the implementation of the hotline has imposed additional time burdens for staff dedicated to processing feedback. Focal points report spending up to 20 percent of their time currently in dealing with feedback, but estimate needing up to 40 percent of their time to fully respond to all of the comments received. This chimes with an observation from beneficiaries that the majority of comments do not receive a response or follow-up from the project, or only do so with a long delay. To illustrate the challenge, the DRIVE project has received an average of 680 items of feedback per month via the hotline. The initiative has nonetheless had an impact on the way that staff view their work and engaging with participants. The fact that staff are spending time in reading and responding to feedback in itself represents a shift in the way that staff think about their projects. As result of some of the feedback received, there has been more emphasis on engaging with participants at the outset of projects to ensure that project objectives are sufficiently communicated. The country program is also looking at ways to better manage the handling of feedback, to reduce the time burden on project staff, including the use of interactive voice response (IVR) technology at the call center level to provide quick responses to standard questions posed by participants, which will reduce the number of cases being referred to projects, while also reducing the time that participants wait for a response to questions. Alternatively, for projects with an especially high volume of calls, the country program has discussed the need to hire a dedicated staff person to manage feedback.
	CLA Approach: In accordance with the CRS MEAL policy, CRS DRC’s use of CLA is an approach based on the organizational culture of learning through internal and external collaboration to inform organizational and projects decision making. In this case, CRS has established a hotline (47 11 11) to receive feedback from participants in its interventions and community members to learn from project approaches and adapt interventions based on lessons learned.One year after the initial implementation of the beneficiary feedback hotline, CRS decided to use a CLA approach to learn from its experience in collecting evidence-based data through CRS’ internal database, focus group discussions with participants and interviews with CRS staff. To better apply the CLA approach, an internal discussion was conducted that led to the development of terms of reference for the learning process. CRS’ Accountability Manager was designated as the focal person to lead the process in collaboration with the CRS DRC Monitoring Evaluation Accountability and Learning Team. Externally, interviews with local authorities and focus group discussions with project participants were conducted in the field to identify what was causing limited access of women to the hotline and receive their suggestions on how CRS could improve the response to their feedback.The CLA approach used incorporated the following subcomponents of the CLA framework:Openness: Open collaboration with participants and local authorities through focus group discussions strongly contributed to CRS’ efforts to collect valuable data. Buy-in from project managers who trialed the beneficiary feedback hotline was critical to ensuring an openness to feedback from participants and others consulted during the FGD process. Continuous Learning & Improvement: CRS DRC adopted a learning agenda for the country program during FY17 which institutionalized the commitment of the country program leadership to learn from the implementation of beneficiary feedback mechanism. Information collected from focus group discussions with participants, and interviews with local authorities and project staff served to formulate recommendations that are beginning to be implemented and monitored to improve the management of feedback and access of women to the hotline.  External Collaboration: FGDs were conducted in three provinces (Kasai Central, Kasai Oriental, and Tanganyika) where CRS is currently conducting emergency projects. These discussions also included local authorities, while specifically targeting women and youth for their inputs (of 110 participants, 64 were women, 26 were men, 15 were girls, and 5 boys.) Focus group discussion findings reiterated the importance of collaboration with local authorities, producing the recommendation that a representative of local authorities be involved in monitoring of feedback received.Based on the lessons learnt from the CLA approach, CRS has shared its experience with humanitarian stakeholders in DRC, including with UN agencies and NGO members of the Accountability to Affected Population and PSEA Working Group.Adapting – Pause & Reflect: Allowing sufficient space for reflection on feedback from the hotline is an ongoing challenge for projects, with the focal point for one project estimating that it would take up to 40 percent of their time to fully process the feedback received (this individual, who serves as the Database Officer for the project, estimated they currently spent around 15-20 percent of their time on this.) Because of reflection on hotline feedback, the DRIVE project recruited a staff dedicated to the management of feedback received from participants, allowing the project to respond to beneficiaries’ feedback on a weekly basis.Processes – Decision-Making: Ultimately the use of the hotline is aimed at guiding decision-making for project implementation in real-time. The commitment to analyzing the system’s weaknesses and improving on these through the focus group discussions exercise is evidence of collaborative decision-making at the level of the country program’s leadership.
	Why: The CLA approach was adopted as a part of the CRS’ Learning Agenda in the DRC, in line with the agency’s commitment to institutionalizing CLA as part of an organizational culture of learning through internal and external collaboration to inform organizational and project decision-making. The CLA approach was used through both the implementation of the beneficiary feedback hotline and the subsequent learning from this experience to address the country program’s need to a) better understand the concerns of project participants, and b) analyze CRS’ own capacities to respond to these needs. The essential question that the initiative has sought to answer is how we complete the feedback loop, from CRS projects to those they serve and back. This has required an approach in two phases: initially in seeking greater participation by project beneficiaries and stakeholders through the installation of the hotline, and subsequently in the focus group discussions conducted to better understand the added value of the hotline on our projects, the impact of the hotline on project staff, and the main obstacles that limited women’s access the hotline. The focus groups also helped to understand better how beneficiaries interact with the hotline and CRS projects in the field. The next (and continuing) phase in this is implementing changes to CRS DRC’ beneficiary feedback mechanisms that respond to observed needs, while continuing to monitor participant engagement. 
	Context: In DRC, as in other countries, CRS has faced the challenge of how to meaningfully engage project participants in informing the direction of project implementation. Geographical isolation of project sites and low literacy rates are barriers to participation of project beneficiaries in traditional feedback mechanisms such as suggestions boxes and in-person surveys. In 2016, the DRC country program initiated a standardized approach to beneficiary feedback mechanisms across its portfolio of projects. As part of this effort, CRS put in place a nationwide, toll-free beneficiary hotline, alongside other beneficiary feedback mechanisms, to give participants a greater range of options for giving feedback. The hotline uses a short code (47 11 11) through which any beneficiary can call free-of-charge, using active networks in DRC. Overall, the reaction to the hotline has been hugely encouraging. Two emergency projects – the USAID -funded Displaced and Recent Returnee Households Invite Recovery in DR Congo (DRIVE) project and the UNICEF-funded Cash, Options and Resilience (CORE) project – have received a particularly high volume of calls. In FY18, the number of projects using the hotline has increased to seven, covering six provinces in DRC.However, challenges were observed with the use of the feedback mechanism, both in participants’ interaction with the hotline and with CRS’ use of the feedback. The challenges included poor network coverage in some areas, the limited access of women to the hotline (only 8% of feedback was received from women), and the delays in responding to feedback in the field due to project workloads. After its first year of operation, CRS made the decision to assess the efficacy and impact of the initiative. Over the course of visits to two projects in three provinces, 14 focus group discussions were conducted with a total of 110 individuals to gauge responses to the various feedback mechanisms put in place, and solicit their opinions on improvements that could be made.
	Lessons Learned: While implementing a CLA approach, organizations should have in place clear policies on Monitoring, Evaluation and Learning Process that provide a clear learning framework for the entire organization. The commitment of the Management Leadership Team on the learning process is crucial for CLA to succeed. Human and financial resources are needed to achieve the CLA approach and the commitment of the Management contribute to overcome issue that could be face during the implementation of the learning and adapting process.  CRS DRC’s experience underlines the need for a Leadership Team that is sufficiently engaged and invested in accountability, which has enabled the mobilization of resources for this initiative. Continuous communication with project managers about the initiative has also been key to its sustained evolution.Cultivating a learning culture within organization will stimulate staff to invest their time not just in implementing activities but also making time to pause and reflect on what they have learned in implementing interventions. Establishing a hotline as part of feedback mechanism should start with a feasibility study or assessment involving participants to program, stakeholders and local authorities to inform the design of the entire beneficiary feedback mechanism system.Ensuring that sufficient time is devoted to the management and response to feedback, program should enshrine processing of feedback in staff job descriptions and performance plans .  in proportion to other responsibilities.Ensuring that sufficient budget is available to support the operation cost of the hotline, the country program leadership team of CRS DRC is committed to mobilize sufficient funds.  Developing the online feedbacks management system will improve the beneficiary feedback system in terms of time dedicated to respond to beneficiaries’ questions. 
	Factors: Key enabling factors for the beneficiary feedback mechanism initiative have included high-level sponsorship from the country program Leadership Team, buy-in from project managers who see the value in the information gained, and sufficient commitment in terms of financial resources to achieve the project’s objectives. An ongoing openness and commitment to learning has also been key in highlighting challenges that need to be addressed. The CRS’ feedback database system contributed to analyze information collected through the hotline and helped to prepare the questionnaire for interviews and guidelines for focus group discussion. Among the challenges is the low participation rate of women in calling the hotline: to date, just 7 percent of feedbacks to the hotline have been from women, compared to 88 percent for men, 4 percent for boys, and 1 percent for girls. Women in focus groups cited not having access to phones, with husbands stating that women do not know how to use the technology. Gender stereotypes therefore limit women’s access to the hotline, and have prompted the country program to discuss options for increasing women’s options for either calling the hotline, or accessing other forms of feedback mechanisms, including the use of dedicated physical spaces for women to use a shared telephone.CRS will pilot some of the options identified  during the learning process as part of a continuous learning process learn and share the lessons learned within the organization and with other stakeholders. The priority is given to the support to women groups involved in CRS projects to allow them to access to phones and sensitization materials in that way to increase the number of women using the hotline.  
	Impact 2: One of the main indicators of the impact on development outcomes is the level of engagement by participants through the hotline. This represents a level of engagement by project participants not previously seen in CRS’ projects. The use of the hotline is cited as a more effective way of soliciting input than suggestion boxes for those who can’t read or write.At a higher level, the impact of the feedback itself can be seen through modifications made to project implementation:- The DRIVE project re-scheduled a planned activity in the province of Tanganyika based on feedback received from participants regarding its timing and location, which had been shared ahead of time.- A case in which two individuals had not received cash transfers as part of a distribution was quickly highlighted and addressed.- The hotline has provided to be a significant contributor to reporting of potential fraud cases, with 178 sensitive complaints received to date. All of these instances have been investigated and resolved by the country program.- In addition to changes for project implementation, hotline feedback has also led to CRS advocating with local civil and military authorities for improved measures to ensure participants’ security in a situation where extortion cases were being reported.- Quotes from focus group discussions include: ‘the majority of households who had problems have found solutions,’ ‘we have seen transparency in CRS’ activities,’ and ‘cases in which vouchers were reported stolen were resolved quickly.’


