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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)?

Pause & Reflect 

Adaptive Management 

Technical Evidence Base 

Theories of Change 

Scenario Planning 

M&E for Learning 

Internal Collaboration 

External Collaboration 

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?

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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	Organization: Social Impact Inc.
	Caption: Partial view of cross-sectoral USAID team during one of the regional consultation field visits in Halaba, SNNP Region, Ethiopia. Credit: David Kahrmann, USAID/Ethiopia. 
	Case Title: Stakeholder Consultation Visits Improve Strategic Planning
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	Summary: USAID/Ethiopia is using a purposeful collaborating, learning and adapting (CLA) approach to develop its second generation Country Development Cooperation Strategy (CDCS 2.0). Mission leadership is committed to ensuring a participatory process that integrates CLA in the strategic planning process itself to build stakeholder understanding and ownership of the strategy, while also establishing behaviors and systems to support CLA during strategy implementation. Apart from the mandatory and additional CDCS assessments and analyses, the Mission organized six cross-sectoral, participatory, stakeholder consultation field visits in five of Ethiopia's nine regions with Social Impact (SI) support. Participants in the field visits included both technical and operational staff. The visits created various opportunities for internal and external collaboration as well as generating and documenting technical evidence to help the leadership adapt and make decisions. In the current dynamic local environment, these visits helped the Mission to gain new perspectives from different stakeholders to: -Identify and validate regional and national development priorities generated during the CDCS 2.0 processes; -Obtain reactions to existing USAID activities from various levels of Government of Ethiopia (GOE) staff, implementing partners (IPs), academics, private sector partners, beneficiaries and other donors;-Explore coordination mechanisms with GOE counterparts and other stakeholders at all levels;-Uncover potential areas where USAID/Ethiopia activities can leverage greater cross-sectoral synergy;  -Identify potentially feasible implementation strategies (cross-sectoral monitoring and supportive supervision, strengthening community resilience, etc.);-Enhance team building and improve awareness about the breadth of USAID activities across all offices; and,-Identify areas of policy dialogue and promote a culture of learning and collaboration within the Mission.
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	Impact: From the six regional stakeholder consultation visits conducted, CLA has had considerable impact as stated below:  1) By triangulating the information gathered during the regional stakeholder consultations against the series of analyses made so far, the collected information helped USAID/Ethiopia to identify the country’s development priorities (youth, governance, resilience, urbanization, and health), which will contribute to USAID's strategy and programming in the upcoming five years in Ethiopia. This information also supported budget constraint discussions.2) A participatory approach to the strategy generated positive feelings towards USAID as well as essential information. Government officials were very grateful to USAID for consulting them and visiting their respective communities. The visits created external collaboration and opportunities to further work with GOE, through a renewed commitment to working with USAID/Ethiopia. The visits created openness and a feeling of mutual support and shared vision. 3) Support staff engagement pays off: Many of the Mission support staff involved in these visits experienced important personal and professional impacts. Many expressed how proud they felt of their work, and how the visits opened their eyes to the many challenges experienced in the field. They also learned how the U.S. government and the work it does is changing the lives of real people and communities. Through this, support staff renewed their commitment to their work and to working more closely with technical teams to fulfill the Mission’s development goals. 4) The visits created a good avenue/platform for learning and sharing knowledge, experiences, and life skills among team members, as well as providing a shared basis for adaptive management. It further served as a sustained capacity-building strategy and means of career development for team members. The visits also promoted a culture of learning and collaboration within the mission, promoting USAID as a learning organization.5) The information gathered from the different regional consultation visits helped the team to see the similarities and differences between regions across Ethiopia. This information will increase staff understanding of programs that need to be adapted to the local context, suppressing the “one size fits all” mentality. These visits are also the basis for future consultations that will take place throughout the implementation of the CDCS 2.0.
	CLA Approach: Overall, the processes and data generated from the regional stakeholder visits helped the Mission to benefit from the following important sub-components of CLA:1) Pause & Reflect, Adaptive Management: a) The regional stakeholders’ consultation visits were an opportunity to pause and reflect on the Mission's program implementation to identify areas for adaptive management. Team members participated in different workshops that included regional presidents, cabinet members, zonal administrators, IPs, middle-level government officials and experts, academia, Civil Society Organizations/NGOs, private sector operators, and other donors. Discussions centered on development successes, challenges and opportunities in the last five years, and identified development priorities of the region/zone. SI facilitated the use of root cause analysis of top development challenges using a problem-tree approach during the workshops. Before the visits took place, technical offices prepared one-page summaries of projects and activities scheduled to be visited during the consultations. Team members reviewed these summaries and participated in the consultation site visits by asking probing questions and engaging in a lively dialogue with the different stakeholders. There were also daily team debriefing sessions and a final wrap-up that involved debriefing on strategic recommendations for USAID/Ethiopia’s future interventions.   b) Regional-based reports were prepared including brief two-pagers for wider dissemination of consultation findings. Diverse participants provided feedback and shared evidence that were captured in the reports and widely distributed. Mission staff who did not participate in the field visits were also invited to various mission-wide events. c) The cross-sectoral teams collected useful information that will facilitate future reflection sessions with local stakeholders, for regular information sharing about context changes during the course of the CDCS 2.0.2) Technical Evidence Base:The regional consultation visits contributed to the technical evidence base. Unlike the mandatory CDCS analyses, and other third party and secondary data analyses, these consultations provided fresh, authentic perspectives and grassroots information from the people on the ground, and very importantly, from direct beneficiaries. The information generated from the consultations was very helpful in developing the evidence base to inform the CDCS 2.0. This process will help the Mission examine future priorities using new perspectives, create organizational change within USAID/Ethiopia, and share learning from cross-sectoral efforts. One cross-regional report (currently being drafted), will synthesize the major findings and recommendations of all six regional visits and triangulate the perspectives generated from various stocktaking to strengthen the body of evidence to inform CDCS development.3) Internal Collaboration: The cross-sectoral teams conducting the consultations included both technical and support staff with both female and male staff participants. This approach created various opportunities for staff to know each other, to understand what other offices are doing, and to find areas where offices can collaborate in the future (synergies). Moreover, during the visits, there were various informal opportunities for interaction, such as vehicle/seat rotation, dinner meetings, and barbecues (among others), where staff learned from one another about the intersections between their sectors. Team members also got a better understanding of how different communities are addressing resilience while facing numerous challenges. This process will help integrate resilience more effectively in the Mission’s strategy, programming and processes. The consultations also created an opportunity to understand and prioritize among other teams/offices objectives for strategic collaboration. Mission leadership gained insights on how to engage different offices and create opportunities for future collaboration. 4) External Collaboration: These consultation visits were a first for USAID/Ethiopia. The scale of USAID’s interventions was more evident with the cross-sectoral teams holding meetings with various government, donor and IP groups, and have begun to foster external collaboration that has not been a common practice within the regions. Stakeholders such as academia and other CSOs, that might not otherwise have been involved in providing input for USAID’s strategy, were included and their input proved invaluable. The information gathered during these visits helped the Mission identify and prioritize key stakeholders for future strategic collaboration. The visits created opportunities for stakeholder engagement in decision-making. Since stakeholders were consulted in their localities on the development needs of their communities, government officials, IPs, other donors and beneficiaries felt included and well-engaged in the process. For the Mission, the visits have provided important information on commonalities and differences in the priorities among various regions and communities as well as insights to root causes of chronic challenges facing the country. Some common themes emerging from the regional site visits have already sparked new ideas about how to address issues.
	Why: By using a CLA approach to support the CDCS development, the Mission expects that CLA will be better integrated from the very beginning, and will generate momentum leading to successful strategy implementation including successful use of collaboration, organizational learning, and adaptive management. Developing a CDCS is a long and complex process that requires keeping Mission staff and management engaged over a long period of time. CLA provides an excellent avenue to keep the momentum going and keep staff engagement high. The knowledge generated from the six consultation visits contributed directly to shaping what USAID/Ethiopia’s second-generation CDCS would look like, and to make CLA a central component of the new strategy. Specific areas of contribution include: -To identify Ethiopia’s development priorities and inform the development of the Mission’s CDCS 2.0, which contributes to the efforts for sustainable development in Ethiopia; -To enhance team collaboration through the coordination of site visits involving both technical and support teams. The visits initiated intentional collaboration and exchange of experiences, lessons learned and good practices within USAID/Ethiopia, as well as between USAID/Ethiopia and other relevant development stakeholders. -To build on and contribute to the work of other development actors in Ethiopia's development over the next five years. -To better understand the level of community resilience in the face of different challenges (such as disasters, droughts and disease outbreaks), and to better integrate resilience into the Mission’s programming.  
	Context: Since the summer of 2016, USAID/Ethiopia has been in the process of developing its second generation CDCS. The Mission adopted a participatory and evidence-based strategy grounded in real-time data and evidence. The Mission reviewed its development assistance programming during different stocktaking exercises—through evaluations, analyses, stakeholder consultations, and various forums that facilitated open dialogue and discussion. The regional cross-sectoral, stakeholder consultations organized by USAID/Ethiopia, with the support of the Ethiopia Performance Monitoring and Evaluation Service (EPMES) Activity implemented by SI, generated stakeholder perspectives on USAID development successes, challenges/opportunities and priorities for the country during the next five years. These consultations were informative and effective in fostering intentional collaboration and adaptive management. In the current dynamic environment in Ethiopia—marked by frequent droughts, disease outbreaks, political instability and funding uncertainties—the Mission found it essential to elicit stakeholder perspectives to ensure that the new CDCS will be built on evidence that takes into account the diverse local contexts within Ethiopia's vast regions; and to employ strategic planning methods that incorporate greater flexibility to adjust to potential scenarios as more information is gained on Ethiopia's development trajectory over the next few years.To enhance coordination and better cross-sectoral understanding, USAID/Ethiopia established an interdisciplinary CDCS 2.0 Champions Team, including members from both technical and support offices. The team, assisted by EPMES and its subcontractor PRIN, established procedures, approaches, and a strategy for the consultations visits. Accordingly, the Mission conducted six consultation visits in five regions of Ethiopia. Participating stakeholders included: GOE (regional/zonal/woreda levels), IPs, donor working groups, private sector operators, civil society agencies, academics (researchers, think tanks, and students at colleges/universities/research centers), and beneficiaries at community and household levels. The consultations helped the Mission identify regional and national development priority needs for Ethiopia, and opened the door for a continuing open dialogue among different development actors. The Mission played an important convening role that enabled people who normally don’t meet on a regular basis, across different sectors, to reflect on past and current challenges, and to look for innovative ways to approach the country’s priorities for the next five years, keeping a cross-sectoral lens during all the discussions. These visits created opportunities for USAID staff to get out of their sectoral silos, get to know each other, and experience cross-sectoral and cross-functional, field-based teamwork. These visits also helped build evidence regarding top development challenges/opportunities and priorities, helped Mission staff better understand the underlying rationale and thinking of development stakeholders, and laid the groundwork for ongoing use of CLA.
	Lessons Learned: The regional stakeholders’ consultation visits helped USAID/Ethiopia to get different perspectives from different stakeholders in the different regions of Ethiopia. The consultations: 1) Improve integration of CLA thinking to the design of the CDCS, which will increase the opportunity for CLA to be embraced during CDCS implementation.2) Taking the time to design and facilitate consultative processes to elicit contributions from diverse development players helps to illuminate priorities and avenues for coordinated implementation, build popular support and integrate beneficiary feedback into the planning process.3) Provide a practical assessment of the contributions of past development support by observing actual interventions and listening the views of the people who actually do the work.4) Apart from mandatory and needed CDCS-related analyses and assessments, it should be a good practice to perform cross-sectoral site visits to understand various perspectives and contexts, and to document baseline information. It would be equally important to conduct similar site visits repeatedly to make any course corrections or make necessary adjustments due to changing needs.5) To get maximum benefits out of the investment, it is necessary to have leadership commitment and engagement of all staff at the beginning of the visits, as well as good session designs and facilitation to elicit useful information. The visits should use a participatory approach to create buy-in and let everyone believe in the new strategy.6) One major lesson captured from all the consultation visits was the need for internal collaboration and the necessity of having cross-sectoral field visits during program implementation. Hence, cross-sectoral monitoring and supportive supervision will have tremendous impact in measuring changes on higher level indicators. 
	Factors: Enablers:1) Leadership commitment to engage all Mission staff in the development of the CDCS 2.0 and their determination to integrate CLA in the Mission’s programming and processes: Leadership put all the resources available to make the consultations possible, and encouraged staff to make their involvement in the strategy a priority. 2) Having cross-sectoral teams, both from technical and support offices, created opportunities to gain synergies and for enhanced internal collaboration. There was readiness for learning, sharing, and adapting among team members, which created excellent team spirit and teamwork during the visits. 3) The consultation visits applied a highly diversified and participatory approach, which created many opportunities for external collaboration. Having a workshop and verifying it in field visits was a good approach to get real data. Barriers:1) Initially two emerging regions, which are pastoral, were selected for the cross-sectoral site visits. However, due to the extended drought situation and cholera outbreaks in the Somali region, the team was only able to visit Afar.  2) The cross-sectoral team gave much emphasis on the early communication and scheduling of site visits and various consultations. However, in some regions, higher-level government officials were not able to attend the workshops (but their deputies and/or delegates participated). 3) In a few instances, USAID’s presence created high expectations among the communities and government officials that were visited.  4) Regions in Ethiopia are highly diversified (geography, climate, ethnicity, etc.), so it was difficult to cover all the different zones of the chosen regions.5) In a few instances, there was change resistance in terms of people defending their sectors during the identification of development priorities.6) The situation and challenges of pastoral communities remain a huge concern, and were heartbreaking for most of the cross-sectoral team members. 
	Impact 2: Among others, the six regional stakeholder consultations conducted by the cross-sectoral teams had the following impact on development outcomes:  1) The team underscored that USAID/Ethiopia activities are predominantly isolated interventions with limited overlap or integration of broader strategic goals. The visiting teams found that USAID/Ethiopia activities are disjointed in the field and hence, there should be a coordinated and collaborative effort to have multi-sectoral programming. Strategic thinking for multi-sectoral activities and the importance of coordination among sectors to solve the existing development challenges, became a point of discussion for the development of CDCS 2.0.2) During the stakeholder consultation visits, the team identified some areas of policy dialogue to be discussed with respective GOE officials and other stakeholders—i.e., the impact of mother tongue education, issues of water and land management, and a plea for prioritization of the livestock sector in pastoral areas, among others. 3) The cross-sectoral team also underscored the need for coordinated site visits among technical teams to encourage collaboration. This process will support intentional collaboration and exchange of experiences, lessons learned and good practices within USAID/Ethiopia as well as between USAID/Ethiopia and other relevant development stakeholders. And it will further help the Mission build on and contribute to the work of other development actors in the overall development of the country in the next five years. 4) The visits also helped the cross-sectoral teams to better understand the state of community resilience in relation to the many development challenges faced by the different regions. 5) The regional visits have provided important information on commonalities and differences in the priorities among various regions and communities as well as insights to root causes of chronic challenges facing the country. Some of the common themes emerging from the regional site visits have already sparked new ideas about how to address issues such as water shortages, lack of critical infrastructure and staff for education and health facilities, chronic malnutrition, limited employment opportunities for youth, and others.


