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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: L. Crudeli, R. Uaiene, J. Benito & M. Ripley
	Organization: DAI
	Caption: Klein Karoo, a market actor partner, tests direct marketing strategies tailored to smallholder farmers in Manica Province, Mozambique as part of a Deal Note with FTF Inova. Credit: DAI/FTF Inova.
	Case Title: Test-Learn-Adapt: Achieving Inclusive Growth in Mozambique's Complex Market Reality
	Image_af_image: 
	Summary: The USAID-funded Feed the Future Mozambique Agricultural Innovations Activity (FTF Inova) implemented by DAI, aims to improve the income of smallholder farmers in Mozambique by stimulating a more inclusive agricultural market. Because development unfolds in thin markets devoid of support functions, and a low number of market actors means high-risk partnerships encompassing multi-faceted offers of support that require high investment, achieving market system change is a complex process that does not follow a linear path and is slow to take root.To cope with this complexity and avoid the implementation risk of getting lost in a paralyzing trap of extensive planning, FTF Inova encouraged a focus on action, and leveraged CLA during its start-up phase to develop management tools and processes – such as knowledge exchanges with other projects, simulation-based workshops, adaptive partnerships, and a validated learning approach - that are conducive to cultivating partner collaborations aimed at testing, learning from such testing, and ultimately, adapting strategies based on emerging lessons. Integrating CLA emphasized meaningful action that could enable the progressive illumination of feasible pathways to market system change.Although introducing and implementing these tools and processes actually increased the level of complexity for team members to cope with as they implemented project activities, as a deeper and more active understanding of the CLA process and the value it adds to achieving market system change developed, so did a real culture of continuous learning and improvement through which project staff members could quickly identify and leverage all opportunities to adapt. As FTF Inova has just recently completed its first year of implementation, it is still too early to tell how FTF Inova’s CLA approach has contributed to the project’s development outcomes. However, the project expects that the CLA process it has put in place will improve the overall health of Mozambique’s agricultural market.
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	Impact: Although FTF Inova's aim in leveraging CLA was to develop management tools and processes to help the project cope with the complexity of the Mozambican agricultural market, applying CLA in the context of Market Systems Development actually initially increased the level of complexity for project staff members, many of whom happened to be new to the market systems approach. In introducing and implementing these new concepts to project staff members, FTF Inova found that the initial uptake required a high level of effort and an intensive investment of resources because of the nature of the associated learning curve. That is, at the beginning of the learning process, as project staff members gained more information, the more they found it difficult to contextualize that information, make sense of it, and apply it effectively. This led to frustration and impatience.To cope with this daunting dynamic, FTF Inova's CLA tools - its knowledge exchanges, simulation-based workshops, adaptive partnerships, and validated learning - which emphasize iterative action, provided early points of reference that project staff members could grasp, contribute to, and build upon while they concurrently developed a better understanding of new information and the complex context in which they were attempting to influence. For example, during its start-up phase, FTF Inova began working with “early mover” partners, market actors identified during FTF Inova’s initial value chain analysis that expressed interest and were prepared to invest in growing their businesses. These early mover partners offered an important opportunity for FTF Inova to expose its staff members to managing partner engagements early enough on the project such that staff could quickly learn best practices, and feed this learning back into the overall project strategy for subsequent work plans and partnership agreements. In the medium- to long-term, as a deeper and more active understanding of the the CLA process and the market system and its actors is developed among project staff members, so is an improved sense of ownership and the development of a real culture of continuous learning and improvement where project staff members can quickly identify and leverage all opportunities to adapt.
	CLA Approach: CLA is pivotal in a complex, dynamic, and unpredictable context where testing, learning, and adapting are crucial to achieving the project's development objectives. To establish a culture of continuous learning and improvement, FTF Inova identified and introduced a number of learning and reflection tools at the onset of the project. These are characterized by lean and rapid methods to gather evidence and use it for adaptive management. Its most unique tools include: 1) Knowledge exchanges with other projects to avoid a duplication of efforts; 2) Simulation-based workshops that allow FTF Inova and its partners to test new innovations in a risk-free and collaborative environment; 3) Adaptive partnerships, an approach to partnership engagement that prioritizes consistent reflection on activities and ensures regular learning loops when working with partners to adapt activities; and 4) A validated learning approach, which tests assumptions that can be quickly verified to determine whether a partnership and/or business strategy is feasible.From the beginning of the project, FTF Inova sought out and aimed to build upon the previous experiences of other USAID-funded projects rather than "re-inventing the wheel." To do this, FTF Inova quickly developed a knowledge exchange program with the USAID Bangladesh Agricultural Value Chain (AVC) program, a project with a similar approach and scope. Under the knowledge exchange program, the projects coordinated monthly virtual meetings at which FTF Inova's project staff could discuss implementation challenges, solutions, and lessons learned. A joint online training platform was established where basic principles of Market Systems Development were explained using real-life case studies from AVC, and where staff from both projects could interact on specific aspects of the approach. By building internal knowledge on Market Systems Development, understanding what has been tried in other contexts, and weighing the pros and cons of various tested solutions, FTF Inova was able to define a set of initial possible innovations and investments that market actors could undertake in Mozambique.Reaching out to as many businesses as possible across Mozambique, FTF Inova then engaged potential market actor partners in a series of "project launches," regional business-to-business events where detailed simulations of the possible innovations and investments were run as a sort of investment-strategy board game. The simulations allowed potential partners to test these innovations and investments in a fail-safe environment and enabled them to visualize the potential gains from business strategies inclusive of smallholder farmers.Finally, following the launches, market actors interested in testing the innovations and investments pitched and simulated at the business-to-business events were signed up to FTF Inova's partnership program, triggering a collaboration with FTF Inova characterized by an iterative process of experimentation, learning, and adapting through the use of Market Actor Partnership Agreements (MAPAs), Deal Notes, and validated learning to support business innovation and progressively reach market system change. MAPAs are flexible partnership arrangements with market actors that set joint strategic objectives consisting of improved ways of working with smallholder farmers, and/or improved services or products benefiting smallholder farmers. The strategic nature of MAPAs allow FTF Inova and its partners to engage flexibly, based on an experimenting and learning agenda. Discussions and evaluations of progress towards achieving the objectives of the MAPA are part of FTF Inova’s formal CLA process, and it involves sharing and jointly analyzing market and performance information such as the number of customers/smallholder farmers reached, and sales volumes. Deal Notes are time-bound agreements (typically 3-6 months) between FTF Inova and a partner that define and develop specific innovations and the implementation plan for those innovations within the context of the MAPA. These innovations may evolve around a number of Probes, or clearly articulated learning nodes. Probes may be used to test assumptions, such as customers’ preferences, market size, and responses to certain types of incentives, and/or to test the cost and usefulness of innovations, like a new distribution channel or how a customer's relationship management system can be used to track behaviors and inform management decisions. Probes are clearly articulated in FTF Inova's CLA process since respective learning contributes to the project's overall learning agenda; are leveraged to influence the behavior of other market actors; and are evaluated and discussed formally during weekly, monthly, and quarterly technical meetings and reviews. Validated learning tests assumptions that can be quickly verified to determine whether the innovation or investment is feasible and whether it exhibits a credible pathway towards inclusive change in the agricultural market system. This is done through the rapid measurement of Probes based on real-world data.
	Why: As complexity is inherent in Mozambique's agricultural market reality, FTF Inova faced the implementation challenge of getting lost in a paralyzing trap of continuous and extensive planning in order to reach its development objectives of inclusive growth. To cope with the complexity and avoid this risk, FTF Inova encouraged a focus on action, and leveraged CLA during its start-up phase to develop management tools and processes conducive to cultivating partner collaborations aimed at testing, learning from such testing, and ultimately, adapting strategies based on emerging lessons. Integrating CLA emphasized meaningful action that could enable the progressive illumination of feasible pathways to market system change. Specifically, incorporating mechanisms for close collaboration with partners to test new innovations and investments from start to finish transforms relationships with partners from purely donor-recipient connections to trusted partnerships in which each party is increasingly able to work openly and constructively together, a dynamic that facilitates a deeper understanding of partner decision-making processes, crystallizes partner objectives, and enables the co-design of strategies that best address identified market challenges and more readily and swiftly target specific emerging market opportunities for business expansion. Integrating learning opportunities and constant reflection within such partner collaborations - and pooling knowledge from other USAID-funded projects on what has been tried in other contexts as well as the pros and cons of various tested activities or solutions - helps make sense of tests, allowing the quick identification of those innovations and investments that most effectively meet both the partner's objectives as well as the project's own development objectives while also optimizing human, financial, and time resources. This new learning, in turn, can inform the adaptation of business strategies and partnership agreements such that the project and the partner iterate towards the most effective innovations and investments - while scaling back those that are not so effective - until transformative market system change is achieved.
	Context: The USAID-funded Feed the Future Mozambique Agricultural Innovations Activity (FTF Inova) implemented by DAI, which commenced operations just over a year ago, aims to improve the income of smallholder farmers in Mozambique by further integrating them into the agricultural market. To this end, FTF Inova employs a market systems approach to co-create strategies with partners that expand business and the market at large while simultaneously building a more inclusive market and the capacity to work with smallholder farmers.During its first year of implementation, FTF Inova signed partnerships with organizations possessing strong potential to change the nature of agriculture in Mozambique. Despite sound business cases and good leadership, the change process, while moving in the right direction, has been complex and slow to take root. This is because development unfolds in thin markets devoid of support functions, and amidst the absence of specialized services, limited market information, a dispersed customer base, and very few market operators, individual firms must perform various functions in the value chain with little awareness of their role in a larger system. Moreover, formal rules are weighted favorably to only a few key market actors, thus the FTF Inova portfolio comprises high-risk partnerships encompassing multi-faceted offers of support that require considerable human resource and time investments to manage. In this context, attempting to influence how businesses work means getting entangled in a complex web of existing relations, conventions, ambitions, goals, and differences in access to capital, skills, and services. Business expansion strategies are increasingly risky, and actors endeavoring to drive change face plenty of bumps in the road.As complexity is inherent to the practice of stimulating innovation and development, FTF Inova must use sense-making principles to iterate towards viable strategies where the market is showing real appetite for change. Along with embracing management principles grounded on the Cynefin Framework, in casting the CLA process as a central component of its approach to delivering real and sustainable change, FTF Inova has been able to constantly monitor and quickly learn from its partnerships, and ultimately, adapt accordingly to better support innovation and achieve market system change.
	Lessons Learned: FTF Inova’s experience crystallized a number of lessons learned that may be useful for development practitioners thinking about how to effectively incorporate CLA approaches into project implementation. Three of the most important are listed below.Sequencing is important for CLA to be an integral part of the management workflow. FTF Inova’s CLA plan was drafted in the early days of the project, before a team was in place and a portfolio of concrete activities was formed. This meant that by the time the project started, the CLA process was not fully “owned” and integrated into FTF Inova’s management processes, and it had to be re-thought and re-designed. It is important to streamline CLA into the project, and not to identify it simply as a contract deliverable.Orienting the team towards fast learning, is key to kick starting the CLA process in practice. Collaboration with early mover partners took place immediately in FTF Inova, following the CLA plan approval. This allowed the team to experience the process of probing and learning, rather than read about it, improving their capacity to carry this process forward during project implementation.HR teams should fully own the CLA plan and serve an integral role in operationalizing it. The process of learning and adapting requires time - time to hire, train, and build an organizational culture that prioritizes learning from action rather than extended sessions devoted to analysis and planning. This type of organizational culture, however, arises from CLA plans and documents and needs to be fostered and mainstreamed into the HR and management practices of the organization.
	Factors: Strong buy-in at three key levels enabled FTF Inova to successfully introduce and implement its CLA process and tools. First, there was strong buy-in at the management level. The integration of CLA into the project's implementation strategies was initially driven by the Chief of Party. This was particularly helpful while project staff members coped with the frustrations of learning about and adapting to the new and innovative CLA process in the context of Mozambique's complex agricultural market. Second, as there was strong buy-in at the project's management levels, there was also strong buy-in from the project's donor, USAID. This translated into USAID providing room and space for FTF Inova to operationalize the CLA process and its constituent tools, and to evolve as new learning and opportunities emerged. Furthermore, USAID also allowed the project to dedicate a considerable amount of human resources to implementing the CLA process and its tools. Lastly, there was - and continues to be - staff buy-in. Among project staff members, there is a constant demand for information - whether at the technical level or the operational level. This appetite and motivation to learn has helped to reinforce and perpetuate a self-sustaining cycle of learning and adapting.In its efforts to introduce and implement its CLA process and tools, FTF Inova encountered some challenges. One obstacle was finding the right balance between how much of the project's human, financial, and time resources it should invest in testing innovations and investments while waiting for project staff members to be able to comprehend and apply learning. Since each person learns at a different pace, waiting too long would amplify a costly risk of slowing progress towards the project's development objectives rather than accelerating it, and not allowing enough time and coaching would risk never developing the necessary learning and adapting capacities of project staff members to be effective in delivering the results they were expected to deliver. Another challenge encountered was balancing the project's accountability to report on standard indicators and a linear results chain versus generating and using information that is more relevant to partners as they adapt to more inclusive business strategies and that is more useful to the project for measuring real change. With limited resources and a mandate to deliver systemic and transformative change, FTF Inova faced high opportunity costs for opting one way or the other.
	Impact 2: As FTF Inova has just recently completed its first year of implementation and is still in the MAPA and initial Deal Note stages with the vast majority of its market actor partners, it is too early to tell how FTF Inova's CLA approach has contributed to the project's development outcomes.  Despite this, FTF Inova expects that its unique CLA process will ultimately produce transformative changes at the market system level. The overall health of Mozambique's agricultural market is expected to improve, to be evidenced by an increase in women's decision-making ability, a high level of cooperation and trust between smallholder farmers and other market actor partners, and improved levels of innovation among smallholder farmers (i.e., an increase in the number of smallholder farmers who have a new/improved commercial relationship with partner firms) as well as among partner firms themselves (i.e., an increase in the number of partner firms who have a new/improved commercial relationship with other firms).It should be noted that amidst Mozambique's complex context and the project's integration of CLA to cope with it, predicting change along a linear path is not possible. Therefore, FTF Inova’s monitoring of the overall health of Mozambique’s agricultural market will need to remain flexible to accommodate and detect unpredicted outcomes that signal market system change.


