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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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	Submitter: Laura McAdams
	Organization: USAID/Middle East
	Caption: Brainstorming economic and political scenarios in Yemen. Credit: Allison Minor.
	Case Title: Scenario Planning for Assistance to Yemen
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	Summary: In the absence of a formal strategy to guide programming in the dynamic and challenging context of Yemen, the USAID/Yemen team developed a scenario plan and monitoring framework to direct the implementation of responsive and adaptive program assistance. Together with internal and external stakeholders, the team developed this adaptive approach over the course of three months to guide USAID decision-making and provide a platform for USAID to serve as a thought leader within the U.S. government (USG) in providing assistance to Yemen. Work is ongoing within the USAID/Yemen team to integrate regular monitoring and revision of the scenario plan into its existing processes, and conducted its first quarterly review of the scenario plan and monitoring framework in July 2017.  
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	Impact: This process strengthened USAID's position within the USG interagency structure by showing the agency’s thought leadership through producing a clear and and well-consulted framework for assistance decision-making in a fluid and challenging environment. The regular involvement of interagency stakeholders throughout the development process and formal approval of the plan by the U.S. Ambassador gave legitimacy to the scenario plan and USAID’s resulting programming approach. This approach will help to prevent the USAID program from being co-opted by one-off activities and spur-of-the-moment decisions, and provide protection against the “hot topic” of the day. Recognizing this, the U.S. State Department’s Assistance Coordinator’s office is planning to integrate wider USG assistance efforts into USAID’s scenario plan.The process also provided a platform for USAID to learn from the experiences of implementing partners while keeping them apprised of the status of USAID’s thinking on Yemen. While the plan itself is still new, the existence of the scenario plan has pushed USAID/Yemen to think more strategically about its current mechanisms, what actions need to be taken to ensure that the team can shift assistance to likely future changes in the context, and to consider new, more flexible assistance mechanisms that can be adapted across scenarios. The monitoring approach continues to be a work in progress. The team is continuously revisiting contextual indicators and descriptions, and the monthly monitoring reports will also require ongoing adjustment to balance the information need with the time and effort required  to compile them. That being said, the learning process is an extremely valuable one that challenges the team to think more critically about the situation on the ground, the quality of our information sources, and how changes in the environment affect our assistance.
	CLA Approach: USAID/Yemen used a facilitated process involving the broader internal USAID team to launch the scenario planning process in January 2017. The team started to craft its scenario plan and corresponding programming approaches by first brainstorming risks, opportunities, challenges and course-changing events to identify potential trajectories across political, economic, security and humanitarian themes. Key themes were identified, and the team used these themes in various combinations to build out four draft scenarios that USAID/Yemen judged were the most likely to unfold over the following 18 months. For each scenario, the team notionally identified an appropriate assistance approach that could be effective and viable in that environment. In the next step, USAID/Yemen then held various roundtables to validate the scenarios and solicit feedback. The first roundtable was held internally with USAID sectoral technical experts and humanitarian assistance practitioners to help ground truth the appropriateness of the assistance approaches and to identify additional areas of opportunity where USAID could use its comparative advantage in programming. USAID/Yemen also held a roundtable with interagency partners, including representatives from various offices within the Departments of State, Treasury and Defense, and the National Security Council. Interagency partners provided feedback on the existing scenarios and offered suggestions for indicators and data sources that would allow the team to monitor the contexts described. An additional potential scenario and programming approach resulted from this roundtable. Finally, the team held a similar scenario planning, brainstorming session with its implementing partners, who not only helped complete the scenario descriptions, but also provided a realistic assessment of when and in what capacity they would be able to re-engage in Yemen. The resulting scenario plan was shared with all participants, and endorsed by USAID senior leadership and the U.S. Ambassador to Yemen in March 2017.To ensure the scenario plan remains relevant in the rapidly changing environment, USAID/Yemen plans to revisit both the scenarios and corresponding programming approaches on a quarterly basis. The team developed a monitoring plan and a set of key contextual indicators informed by the roundtables, and USG and external information sources. Identifying causal chains that demonstrate the cause-and-effect relationships between the indicators helped the team assign each indicator as "leading," "lagging," or “intermediate.” This process will allow the team to conduct more nuanced analysis of overarching trends. The Yemen Desk is compiling and distributing monthly situation updates of these contextual indicators, which will form the basis of the scenario plan quarterly reviews. To date, two monthly updates have been completed. One additional month and a quarterly summary— including key findings and an analysis of trends across the monthly reports—will be finalized before the first quarterly review, which is scheduled for July 2017.The objective of the quarterly reviews will be to re-validate and revise the scenarios and contextual indicators, and provide an opportunity for USAID/Yemen to make decisions to ensure its programming approach is still the most appropriate. USAID/Yemen plans to hold consultations on the resulting revised plan with wider USAID and interagency stakeholders. Formal re-clearance of the plan will be requested from USAID leadership and the U.S.  Ambassador if there are significant revisions to the scenarios or the programming approaches.
	Why: USAID/Yemen's Country Development Cooperation Strategy (CDCS) expired in 2016, and given its non-presence status, lack of host-country partners, and the constantly changing context in country, USAID/Yemen needed to develop a flexible, adaptive tool that not only anticipated various changes in the operating environment, but also allowed USAID to develop a corresponding strategic focus and approach for assistance programming. The team identified a scenario planning process as a potential solution. This approach is based on all three components of collaborating, learning, and adapting.  It was critical to collaborate throughout the scenario development to create a platform for engagement with local staff, and the interagency and implementing partners. This approach will not only provide regularization of knowledge sharing and “ground truthing” of assumptions, particularly with implementing partner input, but will also ensure buy-in to USAID's approach and coordination of efforts across USG assistance stakeholders. A practical and timely monitoring and learning framework provides a systematic approach to reviewing the context and building revisions into the day-to-day information flow of the broader team. And given the fluid context, the tool provides the team with a basis for making decisions in response to evolving programming needs, which is the essence of adaptive management. In high-profile crisis situations such as Yemen, having a strategic plan of this nature in place has also helped ensure that USAID’s assistance approach is not hijacked by short-term political priorities, while also providing the flexibility necessary to seize new opportunities. 
	Context: Yemen's current conflict, ongoing for over two years, is complex and multifaceted. The fighting continues between those aligned with the Houthis and former President Saleh, and forces allied with the internationally recognized Yemeni government, backed by a coalition led by Saudi Arabia and supported by the United States. Beyond this larger regional conflict, there is a wide range of local conflicts and grievances—including some secessionist elements—that was not resolved during the 2012 transition. Al Qaeda in the Arabian Peninsula's footprint in the country has expanded and strengthened in the wake of instability and splintering of state institutions. Meanwhile, Yemenis face a rapidly worsening humanitarian situation, exacerbated by a looming economic collapse. The U.S. Embassy in Sana’a suspended operations in early 2015 and temporarily relocated staff and operations to Jeddah, Saudi Arabia. The USAID/Yemen core team is composed of a senior development advisor in Jeddah, three U.S. direct hires at the Middle East Regional Platform (MERP) in Frankfurt, Germany, foreign service national staff in Yemen and Egypt, and is supported by the Yemen Desk and technical experts in Washington, DC. MERP also receives support from USAID/Serbia. This complex team structure adds to the management and coordination challenges in the already-complex Yemen portfolio and further underlines the importance of a strong CLA approach. Following USG withdrawal from Yemen, USAID placed most development projects on full suspension, which may be lifted once the operating environment improves. In the meantime, to complement and build off USAID’s humanitarian assistance to the country, USAID/Yemen started piloting a small number of high-impact, early recovery assistance activities.To ensure USAID is implementing responsive and effective programming in this complex conflict environment, USAID/Yemen, through a collaborative interagency process and in consultation with implementing partners, developed a plan for how it will invest in non-humanitarian activities under five “scenarios” that, in USAID’s judgment, are likely to unfold over the next 18 months. Under each scenario, USAID identified an effective and viable assistance approach. The team developed a monitoring framework with diverse indicators that allow them to quickly identify shifts across scenarios, update the assistance approach, and refine the plan itself. Using these scenarios as an operational management tool will enable USAID to strategically mobilize or rapidly shift the appropriate type of assistance and resources to address needs as opportunities emerge. This scenario plan has also provided the team with an analytical framework through which they can better understand the rapidly changing events on the ground and their implications for USAID assistance. 
	Lessons Learned: To ensure buy-in at all levels, colleagues leading a CLA approach should discuss the idea in depth with all core team members. This step is especially important for achieving a shared understanding of the purpose of the process before moving forward. Pay close attention to comments from participants throughout the consultation process, and if doubt is expressed, extra early engagement with those stakeholders to arrive at concurrence should help to prevent pushback or obstruction later in the process. Emphasize to all stakeholders that the plan is iterative and will include regular revisions. For Yemen, both the scenarios and the monitoring plan will require continuous modification to reflect the changing context. The team should embrace a regular monitoring process as not just another task, but as a broadly valuable opportunity to think critically about the environment and USAID programming. For example, in this case monitoring products on the changing environment are of use to interagency colleagues as well and help build USAID’s thought leadership within the interagency structure. When identifying scenarios, it is important that the team conduct a facilitated brainstorming session using one of the many available scenario planning methodologies to identify the full range of potential scenarios and relevant factors. Those working closely on a portfolio may often find it difficult to think outside of the most immediate and pressing issues. Additionally, there may be a natural tendency to think only of more optimistic scenarios.Finally, accept that the scenarios will never be completely correct, as it is impossible to predict the future.  However, creating scenarios allows you to be proactive in fluid situations where typical planning processes are impossible. In the face of uncertainty, scenario planning can help a team move forward and prepare for future changes. 
	Factors: Enablers: Collaboration with both internal and external stakeholders was critical to completing the scenario plan and monitoring framework. Starting the process and regularly checking in with experienced facilitators and monitoring and evaluation experts helped the team shape the scenario planning approach to its specific needs. Further consultations with regional and sector experts have helped to provide nuance and authority to the plan and framework, and helped the team ensure that the scenarios are valid and the programming approaches are feasible and effective. Involvement of interagency partners at the staff level early in the process helped to facilitate clearances and buy-in at leadership levels, lending further authority to the plan.  Ownership of the process by the core team was essential to coordinating input and keeping the plan’s development on track, especially given the tight timeframe and diverse stakeholder environment. Ongoing Challenges: Continued attention by the team to the monitoring framework will be critical to the plan’s lasting relevance. Given the data-poor environment Yemen presents and the wide geographic spread of core team members across three time zones, this may prove to be a major challenge. Similarly, it is important that the team regularly monitors its current assistance against the approaches, not only in the current scenario but also against likely scenarios, to ensure they are fully leveraging the adaptive framework that the scenario plan encourages.  The team does face challenges with operationalizing the scenario plan. Since the scenario plan is not a formal strategy, it can be difficult to for the team to change its mindset and fully trust the scenario plan as a guiding document and to act on programming opportunities laid out in it.
	Impact 2: A significant impact of the scenario planning process already seen by the team is that USAID has established clear ownership of the development program within the USG interagency structure. By collaborating early with key stakeholders, the Yemen team was able to lead the programming discussion while building cross-agency support for the approach. This approach will allow the team to build a coherent program that is less vulnerable to ad hoc programming requests, which will improve development outcomes over the longer term.A scenario plan and programming approach, with a corresponding monitoring framework to include monthly tracking of key contextual indicators, will inform a quarterly review of the context and USAID programming, and provide a flexible framework necessary in an environment as dynamic as that of Yemen. USAID often seeks out rapid, flexible mechanisms in reaction to conflict and transition; Yemen’s scenario plan demonstrates a different, more proactive approach in that context. The impact will be to better focus assistance on critical needs where conditions permit engagement, and to do so in a timely way.Having said that, it is too soon to determine how the scenario planning process has impacted USAID’s development outcomes in Yemen. Once the monitoring system is better tested and refined, it will be a useful tool for earlier forecasting of trends. USAID expects that, when monitoring convincingly indicates that the current situation reflects a particular scenario, the team will be able to mobilize along pre-defined lines of action without significant delay or opposition. In this way, the scenario plan will prepare USAID to be more adaptive and ensure it does not miss any rapidly emerging opportunities, which is especially important in Yemen's fragile and fluid environment.


