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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 

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? 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: Ashley Holst
	Organization: US Overseas Cooperative Development Council
	Caption: Collaborative Group Member presents best practices to the group during a learning session. Credit: OCDC.
	Case Title: The US Overseas Cooperative Development Collaborative Group: Washington, DC
	Image_af_image: 
	Summary: The US Overseas Cooperative Development Council’s Collaborative Group brings together all implementors of the USAID Cooperative Development Program. Together the Collaborative Group members seek to co-create the enabling conditions for a culture of openness, relationship and network building, and continuous learning and improvement. These enabling conditions become tools for adaptation of the program cycle and harness further impact through internal collaboration of program management teams and executives and external collaboration between Cooperative Development Organizations. The Collaborative Group, managed by the Research Group, conducts collaborative cross-sector research that supports through evidence the effectiveness of cooperative development and is a space for sharing best practices, challenges and successes. Two of the cooperative principles are “education, training and information” and “cooperation among cooperatives.” These principles describe the mission of the OCDC Collaborative Group and compliment the Collaborating, Learning, and Adapting Framework. Together the OCDC Research Group and the Cooperative Development Organizations have scaled the impact of USAID’s Cooperative Development Program through grassroots, bottom up development. The Collaborative Group seeks to measure and support through evidence the effectiveness cooperative development methodology and continue to improve the program through Collaborating, Learning, and Adapting.OCDC brings together organizations committed to building a more prosperous world through cooperatives. Its mission is to champion, advocate and promote effective international cooperative development. 
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	Impact: The Collaborative Group promotes collaboration and learning to create more effective projects across sectors. The individually more effective projects lead to a stronger Cooperative Development Program with wider impact. Results of the Collaborative Group have included   - Cross-sector research & tools development: Governance Research; Governance Stage Classification Tool; Governance Assessments (Board Member & Coop Member); Support to the “What Difference Do Cooperatives Make?” Research; Cooperative Law & Regulatory Initiative (CLARITY); Measurements for Tracking Indicators of Cooperative Success (METRICS)   - Use of Collaborative Group developed tools: NCBA CLUSA uses CLARITY in all CDP implemented countries; CRI used the Governance Assessment to offer an in-depth workshop to cooperative leaders; Land O’Lakes has used and intends to continue using the Governance assessments for all of its partner cooperatives   - Collaboration between CDOs on projects including additional funds from USAID and local missions: NCBA CLUSA, WOCCU, and HealthPartners are collaborating on a project in Madagascar that started with a Cooperative Leadership Event, a Research Group training and data collection event. The work includes an in-depth cooperative assessment, legal assessment using the CLARITY tool, stakeholder workshops, and training of local lawyers and cooperative leaders.   - Learning events hosted by CDOs on Collaborative Group research and/or attended by other CDO field and US based staffDespite the tools and research that have been conducted by the Collaborative Group, one challenge is the continued use and dissemination of the products. To encourage the adaption elements of CLA, the Research Group promotes the use of the tools and research for program learning and adaptation. CDOs are encouraged by the success of CDOs using the tools in their programing and are eager to participate in and learn from learning events and trainings hosted by other CDOs on the outcomes of Collaborative Group tools.
	CLA Approach: OCDC has always had a board of directors representing each of the CDOs implementing the USAID funded Cooperative Development Program. While the directors were able to make high level decisions about OCDC, there was a knowledge gap between the project managers and the directors and between project management teams. The CDP implementing organizations did not share best practices or tools and often did not know one another at the project management level. Several years ago, OCDC decided to combat this issue by creating a Collaborative Group of CDP project managers from each of the CDOs.The Collaborative Group intended to create a network of project managers and co-conduct research and learning on specific areas of interest that would apply to cooperative development activities of all CDOs.  Initially, the focus was internally led by CDOs meeting under the aegis of OCDC and several tools were developed. As research continued, new modes of organization became necessary with an agreement that the research and learning activities of the Collaborative Group would be cost and labor shared by the CDOs while the lead researchers and overall research project would be managed by OCDC. The research would be cross-sectoral and seek to answer questions that would improve the effectiveness of the Cooperative Development Program implemented by all CDOs. The Collaborative Group creates the enabling conditions for informal networking and relationship building while also enabling official external collaboration between CDOs and field teams in the context of prioritized areas of learning and on-going adaptation to reflect that learning. The OCDC Research Group helps the CDOs, through the Collaborative Group platform, identify key areas of interest for cross-sector learning including technical, such as measurement and evaluation, and cooperative development topics, including governance and member equity. CDOs can choose to participate in data collection and learning for any or all of the topics but all CDOs participate in the learning that comes from the research and knowledge sharing. The culture of openness, sharing, and learning help to adapt the program cycle of the individual CDOs thus improving the effectiveness of USAID’s Cooperative Development Program as a whole. The CDOs also work together to identify and engage other stakeholders for additional funding, research dissemination, and collaboration.In a new vision for the OCDC Collaborative Group, developed through a member survey in late 2017, the Research Group has decided to focus on expanding the network and learning culture beyond the collaborative research. In order to do this the Research Group began allotting the first section of every monthly meeting to “CDO Updates” allowing each of the CDOs to share their recent accomplishments, how the work is progressing, and any challenges they are experiencing. This practice helps to build comfort of sharing and allow the CDOs to make connections. In addition, CDOs are given the opportunity to present project activities and learning tools to the group. Presentations have included experience using a particular measurement tool, post-evaluation learning, and reports. Additional planned activities include workshops led by USAID staff on topics of interest to increase continuous learning and project development: working groups on smaller research projects to build openness and trusting cross-organizational relationships; and development of training tools using existing tools from each organization to create additional collaboration and alignment and ensuring that all the CDOs are using the best tools possible.
	Why: The Collaborative Group has always been an integral part of OCDC. It was created to connect Project Managers from each of the CDP implementing organizations and to conduct research across the organizations. In recent years a re-organization process brought the Collaborative Group under the management of the Research Group, through this transition a specific CLA approach was envisioned for the Collaborative Group to increase transparency and shared learning. The Research Group, with the help of the Collaborative Group members, created a plan for the group that focused on enabling conditions for sharing, relationships & networks, and continuous learning & improvement. Through the activities of the CG are part of the enabling conditions, they support and improve the individual CDO’s program cycles.  The Cooperative Development Program leadership at USAID has continually encouraged OCDC to develop the Collaborative Group into a dynamic learning tool for building collaboration among CDOs. USAID has also recently made collaboration and co-implementing projects a priority, thus the Collaborative Group becoming a critical tool. This CDO collaboration requires a culture of openness, strong relationships between CDOs and their staff, and a willingness to share best practices, tools, and resources.  OCDC chose to focus on the achievement of these goals within the Collaborative Group in order to implement cross-sector research and learning and create a more effective CDP overall with the mutual learning deepening impact.
	Context: Two of the seven cooperative principles are “education, training and information” and “cooperation among cooperatives.” These principles are the basis of the OCDC Collaborative Group and the cornerstone of OCDC. These principles are particularly important to international cooperative development as they promote an enabling environment for integrity, collaboration, and best practices which lead to activities with the greatest potential for change. The OCDC Collaborative Group is a platform for knowledge and sharing, continuous learning, networking and collaborating among cooperative development organizations (CDOs). In addition, the Collaborative Group has collaboratively completed three phases of a shared research project to promote cross sector learning from multiple countries, implementors, and cooperative sectors. A fourth phase is underway.Despite success in shared learning, there remain some challenges. Member CDOs often find themselves in competition with each other for grant awards.  Sometimes they partner with others and sometimes not, although as implementors of the USAID funded, Cooperative Development Program they recognize the potential value.  Nonetheless, the norm was often not to share knowledge, best practices, or tools. An additional consequence is that CDOs previously did not know what the other CDOs were implementing and as a result work, including development of tools and research, was duplicated. OCDC seeks to promote and strengthen collaboration and believes that knowledge sharing and positive, collaborative culture among implementors will result in more effective projects and improved outcomes. The OCDC Research Group manages large research and evaluation projects through the Collaborative Group which gives the CDOs the option to share in time, cost, and effort while increasing the scope of learning.  One of OCDC’s USAID given charters is to show the positive and scalable international development outcomes of cooperatives, having more effective implementing organizations working with the same development principles and organizational structures and tools helps to achieve scale.
	Lessons Learned: Building enabling conditions for openness, relationships & networking, and continuous learning and improvement supports the goals of USAID and promotes the development of effective projects. In addition, the enabling conditions also help to adapt the program cycle including increasing internal and external collaboration. Learning from other implementors that are seeking the same goals creates greater impact through most effective tools and best practice sharing.  As important as the individual participants are, cross organizational collaborative learning has to be endorsed and enabled from within the management structure of each organization in order to optimize its effectiveness. USAID programs with multiple implementors should consider a collaborative group platform to allow implementing organizations to come together physically and programmatically on key areas of interest to align goals and increase collaboration.OCDC and the Research Group seek to both improve and promote cooperative development through rigorous research and evidence building. The Collaborative Group supports this effort through collaborative research and development of tools that are useful across cooperative sectors and implementing organizations. This collaboration and culture of learning benefits the USAID Cooperative Development Program as a whole. A CLA design, like that of the Collaborative Group, helps USAID implement most effective programming. Other USAID programs with multiple implementors could use a similar learning group to create unity and improve effectiveness across implementors, countries, and project designs.
	Factors: Two main challenges have affected the success of the Collaborative Group: first, disagreement on key areas of research for cooperative development and second, continued concern about sharing key tools or ideologies for project development. Despite the collaborative environment and cross-sectoral goals of the Research Group. Each CDO has its own internal goals and sectoral needs. The Research Group has always, and continues to, work to find research areas that benefit the understanding of cooperatives and cooperative development, regardless of sector or geographical region. Despite this intention, the challenge of finding ways that all sectors and CDOs feel equally involved in is difficult to maneuver. OCDC works to overcome this challenge through transparency of decision making and regular conversations with CDOs, as groups and individual organizations. In addition, OCDC seeks to show the CDOs how the work of the Research Group and the Collaborative Group positively effects the entire CDP project.In some instances, the CDOs continue to be leery of sharing internal tools and ideologies. This is not unsurprising as applicants are encouraged to present unique paths to development. CDOs develop and perfect their own tools, project designs, and theories of change which discourages them from sharing their tools or using a shared tool. OCDC has worked to overcome this challenge by promoting the benefit of collaboration including co-implemented projects and additional funding from USAID. The Research Group has also asked CDOs to share their experience and the positive outcomes of using Collaborative Group tools, resources, and learning to benefit their programs. Slowly but surely, the CDOs have increased their willingness to share and many members have utilized shared tools in their project designs and M&E activities.
	Impact 2: OCDC and USAID monitor indicators for the Cooperative Development Program. The CDP has expanded its reach of cooperative members and communities positively affected by CDP projects. Cooperative development enables grassroots, bottom up development, that can be scaled. The research seeks to measure and support through evidence the cooperative development methodology. The Research Group can show the effectiveness of the Collaborative Group activities and the scope of the Cooperative Development Program through the following data sources:- USAID Indicators showing the impressive scope of the CDP program in 2017 alone: CDP implemented in 14 different countries; 409,522 members of CDP supported cooperatives; $6,475,882 of new revenues through Public-Private Partnerships- CDP Independent Evaluation: The success of the CDP program is due to commitment of CDOs, program flexibility, and the partnerships developed and the support of USAID; The CDP has successfully advanced larger USAID objectives and strategic priority areas including economic growth and trade, global health, democracy, governance, and public-private partnerships, local ownership; Much of the value of the CDP is due to partnerships between CDOs and their local cooperative partners- Collaborative Group Member Survey to enhance its usefulness to CDOs.  Results included: The majority of the CG members felt that the Governance Research, the current collaborative research project, was beneficial to their CDO; The members felt that the most helpful part of the CG was collaboration and sharing between CDOs and focusing on research and discussion topics that serve the cooperative development community as a wholeThe Research Group and OCDC intend to continue to monitor these indicators to show how collaboration among CDOs has increased project effectiveness to achieve the goals of USAID including reduced poverty, decreased food insecurity, and increased engagement of women and youth in cooperatives. 


