
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

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. Did your CLA approach contribute to self-reliance? If so, how? 

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. 

https://www.usaid.gov/selfreliance
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	Organization: Human Resources for Health in 2030
	Caption: Ivonne Escobar of HRH2030 (right) spends a day working with a group of ICFB social workers to evaluate their work in rural communities in Colombia. Credit: HRH2030
	Case Title: Strengthening Colombia’s Social Service Workforce through Collaboration and Learning
	Image_af_image: 
	Summary: The Colombian Family Welfare Institute (Instituto Colombiano de Bienestar Familiar, ICBF) provides violence prevention and protection services for children, adolescents, and families across Colombia, reaching more than eight million Colombians. But ICBF also faces severe challenges to ensuring the rights and welfare of the people it serves, including conflict, illiteracy, unemployment, and ongoing humanitarian crises. As the number of children’s and adolescents’ rights violation cases rises each year, ICBF has committed to making internal organizational and human resource changes to strengthen the quality and reach of their work.The USAID Human Resources for Health in 2030 Program (HRH2030), which supports low- and middle-income countries to develop the health workforce needed to improve health outcomes, has been supporting ICBF since April 2018 to strengthen the Colombia social service workforce through funding from the USAID Bureau for Democracy, Conflict and Humanitarian Assistance (DCHA) Center of Excellence on Democracy, Human Rights, and Governance (DRG) Displaced Children and Orphans Fund (DCOF). The HRH2030 Colombia activity incorporated CLA approaches into this work from the very beginning, in order to build a trusting, open relationship with ICBF, ground activities in technical evidence, and provide opportunities for learning throughout the course of the activity and beyond. The approach places a strong emphasis on external collaboration with ICBF, robust formative evaluation to provide a technical evidence base for intervention planning, and formal opportunities to reflect and reinforce M&E for learning. As a result of this approach, and made possible by the enthusiasm and openness of ICBF, the activity has been able to achieve new insights about the Colombia social services workforce and use this information to tailor interventions and recommendations. HRH2030 and ICBF hope that this invigorated focus on learning will benefit the children, adolescents, and families of Colombia well into the future.
	Impact: While the activity is still at the baseline stage, the organizational benefits of CLA have already begun to surface. By fostering a culture of collaboration and learning, the activity has developed a wealth of information that can be used to inform decisions and programming. The results thus far have enabled HRH2030 to target ICBF trainings to their staff’s needs, provide nuanced support to ICBF’s own training processes, and develop more contextually aware deliverables and strategies. The recommendations HRH2030 has made to improve ICBF processes are more informed, strategic, and practical as a result of this information. Furthermore, these approaches have strengthened HRH2030’s ability to build a relationship of trust and collaboration with ICBF. Rather than implementing generic assessments from an external vantage point, the two organizations have worked hand in hand to develop the assessment approaches while maintaining evidence-informed methodologies. The result has been a more open, trusting exchange of information that is critical to advancing activity objectives and strengthening ICBF’s workforce. Last, through incorporating CLA throughout activity planning and implementation, we have been able to holistically involve M&E throughout program implementation. Monitoring, evaluation, and learning is now ingrained in our work with ICBF. ICBF has also gained valuable experience in practicing CLA and is exploring how to sustainably incorporate these approaches in their work. 
	Why: HRH2030 Colombia saw opportunities across the CLA Framework to ensure effective collaboration and learning with ICBF, respond holistically to the complex array of challenges facing ICBF’s work, and produce beneficial outcomes for children, adolescents, and families. The HRH2030 team was familiar with CLA through Chemonics International’s monitoring, evaluation, and learning guidance, as well as through USAID Learning Lab materials. Further, USAID/DCHA was supportive of systematically incorporating learning from the very start of the activity. As a result, HRH2030 Colombia was able to incorporate CLA approaches early on in activity design. Some of the key reasons why we initially decided CLA would help us achieve our activity objectives and address the complex set of challenges ICBF faces in their work were as follows: • ICBF had to see HRH2030 as a trusted partner. By focusing on external collaboration with ICBF, HRH2030 hoped to create a culture of openness that would enable us to make useful recommendations that ICBF could depend on.• In order to support ICBF in making more strategic decisions, we needed to build, track, and apply a technical evidence base. If we could design and conduct thoughtful formative evaluation baseline assessments, we could use that data to inform activity interventions, strengthen ICBF processes, make more strategic decisions, and align our activity monitoring, evaluation, and learning processes with ICBF’s learning needs.• We needed to create space for HRH2030 and ICBF to learn from activity interventions and the technical evidence created by the activity and respond effectively. By incorporating M&E for learning in our interventions, taking opportunities to collaboratively pause and reflect, and institutionalizing these learning approaches within ICBF’s organizational culture, we could strengthen ICBF’s ability to make thoughtful, timely decisions to improve the quality and coverage of service delivery.
	Lessons Learned: Throughout this activity, it has been essential to HRH2030 to not only incorporate CLA throughout our own program cycle, but to support the organizational learning and collaboration processes of ICBF as well. By involving ICBF frequently and substantially in developing and implementing learning approaches, the activity hopes that ICBF will find value in these approaches and carry them forward beyond the life of the HRH2030 Colombia activity. Even now, ICBF has already expressed interest in adopting the organizational maturity model assessment and the case management assessment approaches and using them to regularly assess and adapt processes for the benefit of children and families. So, in addition to conducting end-of-activity assessments that will assess whether ICBF has been able to improve their case management practices, organizational process maturity, and internal coordination, we will also work with ICBF to incorporate these approaches and other CLA skills into their ongoing work. As HRH2030 and ICBF continue to implement CLA throughout the activity lifecycle, we will continue to promote an organizational culture of learning within ICBF that benefits the Colombia social service workforce, from those in the national ICBF technical offices to those providing case management services at the municipality level. 
	Factors: One of the greatest enablers of CLA has been that the HRH2030 Colombia activity began planning for these approaches while still in the design phase of the activity. These approaches are built into the workplan and budget: for example, the activity has formalized pause and reflect moments by planning and budgeting for the milestone review meeting, ensuring that we make time to reflect despite the rapid pace of programming. USAID/DCHA has been very supportive of collaboration and reflection, and has also encouraged us to strive for meaningful M&E processes that are useful and actionable. Further, HRH2030 Colombia activity staff have been committed to achieving a vision of collaborative learning; without this dedication, enacting CLA approaches would not be possible. While an early start was certainly an enabler in making CLA possible, planning and implementing these approaches requires a substantial amount of time, which can be difficult when trying to rapidly ramp up activities and achieve important milestones. It can be difficult to balance the need for thoughtful reflection and collaboration with the need to demonstrate results in a timely fashion. The HRH2030 team has also realized throughout this process just how much staff time and effort is necessary to enable CLA; since the activity has quite a small field team with no designated M&E staff person dedicated to this activity, the HRH2030 team has had to be flexible and focused in order to implement these CLA approaches. CLA must be resourced to be successful. Last but not least, a key enabler of the CLA approach has been ICBF participation and partnership from the start of the HRH2030 Colombia activity. Despite ICBF changing over to a new administration in 2018, which could have potentially been detrimental to ICBF’s commitment to these approaches, ICBF staff have embraced collaboration and learning and participated fully with HRH2030 in promoting CLA. In a situation where the political context could have stopped CLA in its tracks, ICBF’s enthusiasm and commitment have kept the wheels turning. 
	CLA Approach: The first step in our CLA approach was to engage ICBF in close external collaboration very early on. In June 2018, ICBF and HRH2030 signed an agreement to formalize and strengthen our collaboration in supporting the Colombian Government as they progress on ensuring the rights and welfare of children and adolescents. ICBF’s new administration agreed that there is a need to reinforce prevention and protection methods, technical assistance processes, internal cooperation relationships, intersectoral coordination, and workforce training processes. Forming and nurturing this key relationship strengthened the enabling conditions for CLA and provided a platform to explore ICBF’s organizational learning and adaptation in a collaborative, open, and systematic way.From there, we began to identify the technical evidence we would need in order to strengthen the social service workforce in Colombia. Three buckets of questions emerged; to respond to each set of questions, HRH2030 supported ICBF to embark on three baseline assessments, adapted from existing evidence-based approaches:• Question: What does the quality of case management currently look like at the municipality (i.e., local) level? What practices and processes are ICBF’s protection teams currently using in terms of referral and follow-up processes in cases of child abuse, and where is support required to promote quality case management?o Evidence: ICBF, with support from HRH2030, explored the quality of case management practices at the macro and micro level using an adaptation of the USAID Case Management Toolkit assessment tool. • Question: At the departmental (i.e., regional) level, what do ICBF’s organizational processes look like? Which processes contribute effectively to beneficial outcomes for children and families through continuous process improvement? Which processes are not working, and how can they be strengthened? o Evidence: ICBF examined its organizational coordination, training, and case management processes using a capability maturity model assessment, which was adapted through HRH2030 guidance based on the Carnegie Mellon approach and is similar in structure to the CLA maturity tool. • Question: At the national level, where is communication breaking down between ICBF technical offices? What areas of coordination can we strengthen so that ICBF can build a culture of effective internal collaboration? o Evidence: HRH2030 supported the ICBF monitoring directorate to implement a relational coordination assessment, previously designed and validated by Brandeis University, to identify communication strengths and breakdowns within ICBF at the national level.ICBF was consistently involved in the adaptation and development of these assessment tools, from helping to identify focus areas, to making contextual adjustments to data collection instruments, to piloting assessment approaches. The assessments were also designed to draw out the perspectives of ICBF staff at the national, departmental, and municipality levels, rather than HRH2030 attempting to assess processes and practices from an external position. Collaborating closely with ICBF to develop this evidence base has not only produced more targeted, contextually informed assessment tools; it has also further strengthened collaboration between HRH2030 and ICBF, expanded the evidence base for planning ICBF organizational improvements, and built a culture of M&E for learning not just within HRH2030, but also within ICBF. With this growing technical evidence base, HRH2030 and ICBF have been practicing M&E for learning by incorporating these assessment results into activities. For example, HRH2030 is supporting ICBF to prepare an Institutional Training Plan that responds to the organization’s training needs and opportunities identified through the maturity model assessment and the case management assessment. Further, in addition to regular informal collaboration and reflection between HRH2030 and ICBF technical areas, the activity has also formalized pause and reflect opportunities by planning a joint milestone review with ICBF, HRH2030, USAID/DCHA, and other partners. The milestone review, which will occur mid-2019, is built into the HRH2030 workplan and budget and will involve reflection upon the M&E information produced thus far. We look forward to routinely and systematically convening with stakeholders to analyze, learn, and follow through on decisions resulting from these learning approaches. 
	Context: Colombia is undergoing a critical period related to ensuring the rights and welfare of children and adolescents. The Colombian Family Welfare Institute (ICBF), which leads Colombian government efforts for the prevention and comprehensive protection of children, adolescents, and families in Colombia, faces many challenges including the effects of the armed conflict of more than 50 years, an influx of migrant children as a result of the current humanitarian crisis in Venezuela, lack of education, illiteracy, unemployment, and lack of resources for parenting and child care. As a result, the number of children’s and adolescents’ rights cases increased from 17,500 in 2015 to 24,300 cases in 2017 (Alianza por la niñez Colombiana, 2017). As cases rise, ICBF must also contend with internal challenges including unsustainable and inadequately designed training practices, a lack of focus on prevention, reactive rather than proactive coordination processes, and difficulty providing high quality services. Despite these complex development challenges, the current context also presents great opportunities. First and foremost, the government of Colombia is profoundly committed to strengthening social service capacity, commitment, and partnerships to protect the rights of children. In addition, in 2016 the U.S. government named Colombia a priority country under the U.S. Action Plan on Children in Adversity (APCA) and committed to building upon ICBF’s efforts to improve the well-being of children. Further, USAID/DCHA/DRG/DCOF, the Centers for Disease Control and Prevention, and partners have recently conducted the Violence Against Children Survey in Colombia, providing current and comprehensive data on violence against children and creating momentum for renewed efforts for institutional reform. There is also a new ICBF administration as of 2018, which presents new enthusiasm and opportunities for collaboration to protect children and families.Since April 2018, the USAID-funded HRH2030 Program has been working closely with ICBF to respond to these development challenges and seize these emerging opportunities. HRH2030 is committed to increasing the national and local capacity of the Colombia social services workforce, with a focus on ICBF coordination, strategic training processes, and quality of case management services. Since the launch of this activity, it has been clear that holistic, systematic collaboration and learning between HRH2030 and ICBF would be key to success.
	Impact 2: The results of these assessments and collaborative approaches are already being used to strengthen ICBF’s social services workforce:• In response to findings from the organizational maturity assessment that ICBF processes are often hampered by slow or inconsistent coordination, HRH2030 is supporting ICBF to explore information and communication technologies that could increase and improve communication, which could address case management bottlenecks.• The organizational maturity assessment also identified several training and technical assistance practices that must be strengthened; these findings are being utilized to inform the ICBF Institutional Training Plan, which will better prepare ICBF staff to provide quality services. For example, the assessment identified a need for a systemic, learning-centric approach to training evaluation. The Institutional Training Plan will therefore incorporate training evaluation approaches that not only gauge participants’ reactions to training through simple training evaluations, but also assess through ongoing monitoring whether participants’ knowledge or behaviors improve as a result of training.• In the case management assessment, several local ICBF staff expressed a need for more frequent supervision that includes technical assistance, learning, and support for quality improvement. By providing regular, supportive supervision that encourages timely feedback, ICBF could strengthen the case management skills of social workers. • HRH2030 is assisting ICBF in analyzing follow-up and monitoring findings from the case management assessment, in an effort to reduce unnecessary separation of families and create a greater focus on family reunification and violence prevention. • Though baseline results of the relational coordination assessment are still pending, ICBF is looking forward to identifying and addressing communications barriers that impede effective coordination at the national level.By breaking down communications barriers, strengthening organizational processes, and fine-tuning case management approaches, ICBF can create better outcomes for children, adolescents, and families. 


