
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

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

Igreja Evangélica Anglicana em Angola



 

 
 

 

    
  

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?

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: Idris Baubeng & Paulo Manuel 
	Organization: Episcopal Relief & Development and the 
	Caption: The WASH Project Team uses experiential exercises like the CLTS methodology to inspire community members to explore, discover and decide the best way to improve their water, sanitation and hygiene resources in Songo. Credit: USAID-supported Maza yi Moyo Project
	Case Title: Transforming Communities and Staff One Latrine at a Time in Rural Angola
	Image_af_image: 
	Summary: Since 2016, Episcopal Relief & Development and the Igreja Evangélica Anglicana em Angola have been implementing Maza yi Moyo, a four-year community-led and managed project to improve access to clean water, sanitation and hygiene (WASH) practices in Songo Municipality, Uige Province. Officially, the project seeks to strengthen community-led response and sustainable management of water and sanitation systems in rural areas. Unofficially, the project also seeks to transform our own project team’s approach to development, from a practice of quick-fix service delivery to a new focus on local community capacity building and leadership development for sustainable change.The nature of the project’s community-led approach encouraged the team to create a culture of collaborating, learning and adapting (CLA) right from the start of the project, using resources from the Learning Lab website. The project started by focusing on internal collaboration to build trust and respect within the team and gradually incorporated a continuous learning and improvement process and strategies for external collaboration. By the second year, the team added tools for scenario planning, as well as pause and reflect. One noticeable result of adopting the CLA approach is the team’s flexibility in their implementation approach. They dedicate time to think over the implications of how they have done something and experiment with adapting their approach based on each community’s individual path and progress. Furthermore, the team has itself undergone a total transformation. They now demonstrate their new role as facilitators, attributing to community members the dignity and collective capacity for lasting change.
	Impact: The use of CLA has had a number of evident positive effects on the project team. Most noticeably, they have become flexible in their implementation approach. It is now a common Monday experience to see staff thinking over the implications of how they have done something (i.e., self-examining, and experimenting or contextually adapting their approach based on each community’s individual path and progress with project activities). This practice of collaborative learning and planning has strengthened team cohesion and mutual respect for each other. Every member of the team, from the drivers to the project officers, irrespective of position or title, confidently gives voice to their ideas with a sense of shared responsibility and collective contribution to the project’s growing success. Additionally, the project team has come to believe in the capacity of community members to lead and create change, as demonstrated by the important pacing of their work to remain in line with the work of community members. As a community-led project, the activities planned and implemented must contribute to not only people’s progress, but also people’s leadership growth. As such, the project team realized they cannot haphazardly run ahead to complete activities and check off deliverables. If the changes that emerge are not owned and originating from the thinking and lifestyle of the community members, then they will not be sustained. When the USAID WASH RFA was initially announced, well before the team’s introduction to and engagement with CLA approaches, there was a presumptuous self-importance to their work. Overly focused on what they already knew, the team saw themselves as implementers and deliverers of results. Today, four years later, the team has completely transformed. They now demonstrate their new role as facilitators, attributing to community members the dignity and collective capacity for lasting change. 
	Why: As a partnership organization that works with and through local organizations (nationally-based Anglican and Episcopal structures), Episcopal Relief & Development has inherently applied boundary-partner learning techniques to positively influence project outcomes as well as partners’ institutional development and growth. Extra effort was given to applying known as well as new collaboration, learning and adaptation approaches in Angola in order to address the organizational challenge presented in the Angola project (i.e., consolidation and transformation of the project team to believe in and expand their implementation using a community-led approach).  Advancement of community-led approaches was an integral part of the USAID WASH request for applications (RFA), and thus Episcopal Relief & Development’s proposal was developed with this intention. Upon winning the award, there was no escaping the front and center need to create, despite and amidst the tight project-approved outputs, a learning environment for the project team to test new activities that would contribute to community members’ leadership and project results.The Learning Lab website became a new resource for gleaning both ideas and confidence in CLA approaches. For example, the circle graphic of CLA itself became the team’s initial talking piece. It provided new ideas and led to the adoption of an iterative process of self-examination and open communication that helped the team learn from its challenges and mistakes. Equally, it opened the door to a new relationship with USAID-Angola’s Agreement Officer that enabled the project team to feel supported in their learning despite their initial delayed achievement of results. 
	Factors: A key enabler that supported the Maza yi Moyo project team’s success in CLA application, is Episcopal Relief & Development’s monitoring, evaluation and learning (MEL) focus. The MEL versus traditional M&E perspective encouraged the project team to capture and report activity progress as well as delays. MEL encouraged building upon strengths as well as revealing and learning from weaknesses. Within the MEL environment, challenges were then addressed with sometime sound, sometime practical, and sometimes experimental adjustments - - not “solutions”.Conversely, an obstacle that constantly dogged the Maza yi Moyo project team was lack of time. CLA takes time. At its best, CLA can be iterative and turn a weekly plan into a monthly one. Then, before one realizes too much time has gone by, rains start falling, water source construction work needs to be suspended, and community members become impatient - sometimes even doubtful - of the project team’s commitment. Thus relationship building and management become essential skills and workplan activities for all staff.Fortunately, another key enabler has been the open and supportive relationship developed between USAID-Angola Agreement Officer and the Maza yi Moyo project team. From initial planning recommendations and launch ceremony participation, to subsequent site visits and technical advice, the USAID Agreement Officer has shared in the project team’s learning journey, and acknowledged implementation delays and changes with respect and understanding. Currently the Maza yi Moyo project is in its fourth implementation year, thanks to a no-cost extension approved by its Agreement Officer and USAID. 
	CLA Approach: Beginning with the first annual planning session between Episcopal Relief & Development and Angolan staff there was an intention to create a collaborative, learning and adaptive management culture. With a focus on internal collaboration, the planning session was developed as to give space to staff from both parties to genuinely share and learn from each other’s past WASH and development experiences, thus launching the creation of one open and trusting project team that has continued to grow in mutual respect and shared knowledge.Despite the number and detail of activities described in the first (2016) annual plan, there was also an intentional lack of detail around a major aspect: household latrine construction via the rollout of community-led total sanitation (CLTS). In those initial days, the participatory and experiential CLTS methodology was new to the Angolan staff, and ran seemingly contrary to their prior project experience as well as knowledge of how their communities anticipated development projects to work. Therefore, rather than falling into a circular debate of impossibilities versus possibilities, the team agreed to adopt what would become a continuous learning and improvement process by tabling the planning of year-one CLTS rollout, and focusing instead on creating their own internal learning experience. This was the first demonstration of what was to become a four-year commitment to learning for the purpose of improved quality and sustainability. As the first-year WASH programming began, the CLA tool of strategic external collaboration immediately became of use as a way to encourage the team to reach out to others involved nationally with WASH and CLTS (i.e., UNICEF-Angola who in turn facilitated collaboration with one of their CLTS champions). This first-year journey of experiential peer learning transformed the team’s perspective of their role in development, as they began experimenting with creating similar discovery-focused behavior-change experiences for their communities with the intention of inspiring community-led decision-making and sustainable change.During the second-year annual planning session, the scenario planning CLA tool also proved helpful. As the team initiated the process of systematically reviewing year-one progress and challenges, the CLTS methodology stood out as a progress-driver, while the project-led aspects of other educational lectures and volunteer mobilization revealed inconsistent success. Holding the key outcome of community-led activities in mind, the scenario planning exercise helped the team to create their 15-step Maza yi Moyo activity sequencing: an ordered project workplan that ensures that the project team’s work remains behind-the-scenes and in support of the community team’s (Water & Sanitation Committee’s) knowledge and experience acquisition, decision-making, outward visibility and leadership of their own community members. Equally helpful during year-two was the CLA tool of pause and reflect. In year-one the team developed the habit of meeting every Monday to coordinate logistics for the coming week. These sessions were considered irreplaceable as they resolved internal team conflicts over project resources, namely vehicle use. Sparked by an appreciation for pause and reflect discussions during their year-two planning session, the team integrated pause and reflect time into their regular Monday meetings. This transformed these moments from a time of resolving competitions to a time of internal collaboration. Specifically, over the course of the next two years, weekly pause and reflect discussions explored what went well, what didn’t, and how things could be reorganized or executed differently in the current (or coming) week(s). Some of the many examples of uncovered learnings and subsequent activity adaptations include: gender balance improvements; participatory and creative behavior change messaging, as well as radio theaters and call-in programs; restoration of household dignity through new Walks of Pride celebrations transforming CLTS-imposed Walks of Shame; and peer-to-peer knowledge leveraging during project introduction.
	Context: The goal of Episcopal Relief & Development’s Maza yi Moyo project in Songo Municipality is to reduce the frequency and severity of water and sanitation related diseases across targeted communities. The pre-project development challenge was demonstrated by data that reported diarrhea was responsible for 15% of under-five deaths in Angola, one of Africa’s highest rates (WHO, 2010 Data). In the targeted municipality, it was originally estimated that 91% of the population drank from surface or open-water sources (streams, rivers, unprotected springs and wells) and over 90% of households practiced open defecation. This situation, combined with the municipality’s typical nine months of rainfall, made for a run-off mix of feces and solid waste that chronically contaminated people’s water sources. Within this health goal, the project also seeks to strengthen community-led responses and sustainable management of water and sanitation systems in rural areas. While pre-project investment and improvements were visible in Angola, the majority occurred in urban areas where population numbers were high and government-led system installation and management was more feasible. For example, data showed that 66% of populations in urban areas had access to improved water (WHO, 2011 Data). The pre-project organizational challenge existed in not simply needing to strengthen community-led management in rural areas, but simultaneously transform our own project team’s perspective of development, from a practice of quick-fix service delivery to a new focus on local community capacity building and leadership development for sustainable change. 
	Impact 2: The CLA’s first contribution to Maza yi Moyo’s development outcomes is the creation of opportunities for community leadership, which in turn has inspired community-wide project participation. Currently, 852 voluntary water and sanitation committee (WSC) members lead WASH activities in their communities, representing 123% of the planned target for the period. Correspondingly, the number of households these WSCs have engaged in quarterly activities (e.g., community meetings, monthly clean-up campaigns, and in-kind supports to private contractors’ water source construction) is 117% of the planned target for the period (i.e., 9,183 actual households over a planned 7,847). The most celebrated form of community participation, however, can be seen in household acceptance and adoption of latrine construction and use. Currently, 856 households have constructed their household latrines through the sole project input of CLTS events. This represents a 187% achievement against the total project-life targets, with the team left with 20% of CLTS events yet to be completed in year-four. Furthermore, through external collaboration with UNICEF-Angola and USAID-Angola, the project team gained the confidence and freedom to make cost-effective resource allocation decisions. Initially, project-led construction of public latrines and handwashing stations was an integral part of targets to be met, alongside improved water source construction and household latrine construction. After year-one, the team suspended public latrine construction based on UNICEF’s research findings that household latrines play a greater role. As such, the financial resources originally budgeted for public sanitation stations was reallocated to water source improvement work. Many of the municipality’s communities are geographically-dispersed and therefore in need of more than one improved water system to effectively serve the population. This fund reallocation has thus enabled the team to commit to providing 165% (i.e., 134 sources throughout 81 communities) of their original water source construction target). 


