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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)?
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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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	Caption: Rwandan cooperative members at a Seed Cooperative Alliance training. Credit: Willy Nyirigira.
	Case Title: Understanding Social Infrastructure to Increase Uptake of Improved Technologies 
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	Summary: The traditional role of cooperatives has provided farmers with collective bargaining power. Cooperatives are now playing an increasingly significant role as a trusted vehicle to provide farmers with new agronomic information on inputs, improved practices and technologies that enable them to gain greater access to agricultural markets. However, to ensure the effective transfer of information on new techniques and technologies, it is necessary to understand the social infrastructure, including existing cooperative networks and trust levels between its members and different entities.Since 2013, under USAID’s Cooperative Development Program, Land O’Lakes International Development (Land O’Lakes) has implemented the Seed Cooperative Alliance (SCA) project. Through SCA, Land O’Lakes is working with cooperatives to increase Rwandan farmers’ access to hybrid maize seed and improve their productivity. After a visit to the project in Rwanda, a staff member of Winfield United Suppliers (Winfield US), a division of Land O’Lakes Inc., suggested that SCA take a closer look at the social dynamics of knowledge and technology transfer between input suppliers and cooperative members that lead to an increased uptake of the hybrid maize. SCA began a social capital study in 2015 to understand how the cooperative members get information, who they communicated with in their cooperative, and who they trust. The research findings have been used to strengthen SCA’s implementation and Land O’Lakes’ global approaches to technology transfer in current and future programming. The analysis built a culture of collaborating, learning, and adapting (CLA) and embedded CLA throughout the SCA project lifecycle. 
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	Impact: For Land O’Lakes, the findings from SCA’s social capital analysis added to the evidence base and justification for a more facilitative, market systems-led approaches to agricultural training. Historically, Land O’Lakes delivered agronomic training through direct service and training of smallholder farmers; however, a market systems-focused approach would mean trainings are delivered through existing extension services in a training-of-trainer model. Existing market actors have more social capital and can more effectively disseminate new information and practices, particularly those that are deemed as riskier, such as the adoption of new seed varieties or changing longstanding agronomic practices. As was found in the social capital analysis, when these actors, who possess higher social capital, conduct project training, they have higher rates of attendance by cooperative members. In addition, because of the social capital analysis success, SCA staff encouraged the Cooperative Development Project 3 (CD3)—another Land O’Lakes project in Rwanda—to implement its own social capital analysis. CD3 will begin the analysis later this year. Land O’Lakes will continue to encourage social capital analysis in future cooperative development and other projects.
	CLA Approach: SCA’s use of the social capital analysis to improve the uptake of improved practices and technologies incorporated multiple features of USAID's CLA framework including: openness, M&E for learning, and a technical evidence base. Openness: Social capital analysis is not a traditional form of evaluation, so it required a great deal of openness from USAID’s Cooperative Development Program within USAID’s Economic Growth, Education, and Environment (E3) Bureau. Land O’Lakes engaged E3 and SCA’s Agreement Officer's Representative (AOR) to provide input into the social capital analysis design. The AOR’s support and openness to this non-traditional form of analysis was crucial to re-purposing the resources necessary to conduct the analysis.To conduct the analysis, Land O’Lakes used an experienced team of researchers. Winfield US connected SCA to David O’Brien and Elliot Meador—researchers at the University of Missouri. This mutually beneficial external collaboration allowed O’Brien and Meador to continue their academic research in this area and gave SCA and its AOR the confidence to begin the analysis.   M&E for Learning: The social capital analysis findings provided opportunities for learning and project improvement within SCA and other Land O'Lakes projects in the region. For instance, the analysis confirmed that after multiple rounds of training, the number of cooperative members who felt their relationship with the cooperative had improved increased. These improved relationships were significant because the study also found that “trust in their cooperative” was among the most important reasons for cooperative members to adopt hybrid maize seed. Because of this finding, SCA continues to conduct similar trainings with Rwandan cooperative members—promoting improved cooperative communication, capacity and connections. The social capital analysis also showed that actors within the system that possess higher levels of social capital attracted greater participation in agronomic trainings. When Rwandan government extension officers and lead farmers facilitated a training, they had the highest participation level (more than 65% of cooperative members), while private-sector input companies had the lowest overall attendance (only 35% of cooperative members). Existing relationships proved to be a key influencer into training participation. Land O’Lakes is using this finding in other cooperative development programs regionally through partnerships with government extension officers and lead farmers to co-facilitate trainings with private sector companies. The study also revealed that cooperative members received new information from a limited number of sources—most commonly from the cooperative president, although other cooperative members were sometimes more qualified to dispense new information, such as trained agronomists or para-vets. Based on these findings, some SCA-supported cooperatives restructured their leadership to work more deliberately on the flow of information to ensure it reaches more rural members. Once the analysis was complete, SCA collaborated with the University of Missouri researchers to develop a list of learning agenda questions to guide continued research within SCA and other Land O’Lakes projects. These questions included the following: 1) exploring how social capital enables or blocks the development of ties between smallholders and federated unions and apex-level organizations; 2) understanding what type of trainings have the greatest impact on social capital; and, 3) investigating the sources of trust and mistrust between organizations and farmers. Technical Evidence Base: The social capital analysis findings also created a technical evidence base for future and current Land O’Lakes programming—particularly projects that work with established farmer-based organizations. The evidence established has been integral to adapting current and designing future cooperative activities for all Land O’Lakes projects in Rwanda and regionally. 
	Why: In collaboration with Winfield US, SCA conducted assessments of the capacity of participating cooperatives. As an input supplier, Winfield attributes much of its success in the US to creating strategic partnerships with cooperative organizations that gain the trust and business of rural farmers. In 2014, Winfield US supported SCA to conduct an assessment to better understand the social infrastructure and trust within and outside Rwandan maize cooperatives. The assessment found that the project could more effectively impact uptake of hybrid seed and other farming technologies if it understood more clearly the relationships and flow of information both within these cooperatives and externally with key stakeholders, including input providers. The study tested the central assumptions of SCA—that Rwandan maize cooperatives possess enough social capital to conduct business with input suppliers and effectively link farmer members to new inputs. SCA followed Winfield’s recommendation and worked with researchers from the University of Missouri to conduct the social capital analysis in 2015—nearly two years into project implementation. Because it was midway through the project, Land O’Lakes worked with a small set of cooperatives, allowing the project team to rapidly test and learn in real time. This approach also was more conducive to obtaining buy-in and support from private sector partners who could effectively engage in dialogue with cooperatives and proactively address some of the barriers and constraints in conducting business. Social capital analysis provided the required nuance to the social infrastructure of participating cooperative organizations compared to other traditional approaches to project evaluation.  
	Context: Rwanda, an East African country the size of Maryland, is the most densely populated country in Africa. As of 2015, it had a population of over 11.6 million people with nearly 90% of its population engaged in agriculture. According to the Rwanda Agricultural Board (RAB), land distribution in Rwanda is highly fragmented, resulting in an average land holding of just .76 hectares per household. Because of this limitation, RAB is increasingly focused on techniques and technologies that can improve and intensify agricultural productivity. Cooperative organizations serve as an important structure for the transfer of improved techniques and technologies to farmers to increase agricultural productivity. In Rwanda, nearly 5,000 cooperatives contribute to the economic wellbeing of more than two million members. Leveraging this established network of cooperatives, SCA built a unique public-private partnership (PPP) that leverages expertise from local Rwandan cooperative members, Winfield US—a Land O’Lakes, Inc. enterprise, and Seed Co—a Zimbabwe-based seed company with a strong presence throughout Africa. The PPP is testing the development hypothesis that cooperative alliances can provide a commercially sustainable supply chain for the distribution of improved hybrid maize seed. Land O’Lakes conducts workshops and trainings to build the capacity of cooperatives and thus improve the social and economic benefits they provide to their members. Through these trainings, cooperatives were given diagnostic skills, strategic planning capacity, and connections to local input suppliers such as Seed Co and Yara. Winfield US conducted cooperative assessments that identified the cooperatives’ strengths and weaknesses, and provided technical advice on how SCA could most affectively facilitate a trusting relationship between maize cooperatives and input suppliers. To better understand the social infrastructure of Rwanda cooperatives, SCA conducted a social capital analysis. The analysis used a mixed-method design to: 1) understand trust between farmers, cooperative leadership and input providers, and 2) understand the social networks through which trust is maintained over time. The study involved two rounds of data collection, before and after the training. In the first round, 50 members were interviewed from five cooperatives, as well as cooperative leadership and input supplier staff. The study focused on understanding the current social networks, how information was disseminated, and who within the social network was most trusted. In  the second data collection round, the same types of people were interviewed, but this time it explored how the training changed the social infrastructure, and which trainings were most effective in the uptake of practices and technologies.   
	Lessons Learned: Based on the SCA experience, the most important advice would be to embed social capital analysis into the project design and resources. Social capital analysis could even be incorporated into the baseline evaluation or occur at the same time, to minimize data collection efforts. By adding a few simple questions (e.g., net promoter score, levels of trust, etc.) to the baseline, a project can gain valuable insight into the social infrastructure it will be working within. If deeper social capital analysis is planned, it can be more complex and will require intensive data collection and expert analysis. To conduct a proper analysis, it is important to have an experienced team that can commit the necessary time and energy to the project from the start. This process includes external experts and experienced local enumerators who understand the complexities associated with qualitative research and relationship mapping. 
	Factors: The major barrier to implementing social capital analysis are the significant resource investments required. Ideally, social capital would be measured over three points of data collection—baseline, midterm and final—to give time for relationships and trust to develop. Because SCA was given a costed extension in 2015, the project remained active in Rwanda longer than originally proposed, allowing the social capital analysis to be implemented. However, it was only feasible to do two data collections, making it difficult to conduct an adaptation based on findings from the second data collection. In addition, social capital analysis required significant human investment—both of SCA staff and the external collaborators. To do a proper social capital analysis, individuals and organizations must spend a significant amount of time answering survey questions and helping to map relationships. Although individual surveys usually took less than an hour, mapping inter-cooperative networks and understanding who has trust could take more than one day per organization. Despite the barriers, social capital analysis can be a powerful tool to promote a culture of CLA. In the case of SCA, social capital analysis was enabled and encouraged by USAID’s E3 Bureau and through collaboration with expert researchers at the University of Missouri. Land O’Lakes justified the cost as part of SCA’s costed extension budget and spent significant time planning and collaborating to make it as efficient as possible. The end product is being shared among E3’s Cooperative Development Program implementers; internally, it is useful to Land O’Lakes not only for SCA and other Cooperative Development Program implementers, but also as a reference for design and implementation of projects across its portfolio, adding to the evidence base of research on development work with farmer-based organizations. 
	Impact 2: SCA hypothesized that Rwandan maize cooperatives could bridge the relationship between members and private-sector input suppliers to improve the adoption of hybrid maize seed. When the social capital analysis was complete, SCA’s staff visited each of the participating cooperatives to share the findings. In particular, one SCA-supported cooperative in Rwanda’s Eastern Province found it particularly surprising that new information about hybrid seed and improved inputs use within the cooperative came from one source—the president. Unfortunately, his message often did not reach less active, rural members. Because of these findings, the cooperative restructured its communication flow to empower its most rural members by electing a board of zone leaders, living within those communities, to share the information provided at trainings. Recently, the cooperative’s president credited this improved information flow and structure with its success in seed distribution. Not only did 100% of the seeds provided to the cooperative reach rural members, but the seeds were also distributed with information on how to properly plant and store the seeds, preventing additional losses in transportation and on-farm. In fact, during the chief of party's visits with participating cooperatives, all five cooperatives shared that more of their members had adopted and used hybrid maize seed since the beginning of the project. Since the report was just completed in early 2017, additional impacts may continue to appear as implementation continues on SCA and in the Land O’Lakes CD3 project.  


