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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: Kevin Fox
	Organization: USAID/Democratic Republic of the Congo
	Caption: Artisanal gold miners working on a USAID supported conflict-free mine site in Nyamurhale, South Kivu, DRC. Photo credit: USAID/DRC.
	Case Title: Using CLA Approaches to Increase Responsible Sourcing of Gold from Congo
	Image_af_image: 
	Summary: International policy makers, civil society, and end-users are increasingly aware of the role that minerals from the high-risk conflict zones in the Democratic Republic of the Congo (DRC) can play in benefitting armed groups, fueling conflict and human rights abuses and threatening the integrity of mineral supply chains. USAID/DRC is using a Broad Agency Announcement (BAA) to co-create and co-design a scalable, sustainable, private sector led model to break the link between armed groups and gold extracted in the insecure regions in the eastern DRC. In order to move the needle on conflict-free gold, the Mission did not settle for another 'follow-on' project. Open to new-thinking, the Mission tested their long-standing theories of change and promoting internal USAID learning. From the beginning of the design process, they used a highly collaborative CLA approach, engaging both internal and external stakeholders to drive innovation and improve cross-cutting integration. In April 2018, USAID/DRC led a co-creation workshop in Kinshasa which brought together over 70 participants to tackle this complex challenge. Participants came from a diverse set of backgrounds, including private sector, civil society, U.S. and other donor nations, the DRC government as well as independent consultants. Workshop participants shared insights on a diverse range of issues impacting the artisanal gold trade including mineral traceability and smuggling, armed groups, large-scale industrial mining, and mining cooperatives. The BAA had a positive impact on USAID/DRC and helped change the  Mission's overall CLA culture and approach. As a result, the Mission is confident that it will be able to roll out a more innovative responsible sourcing program, increasing exports of clean gold, improving livelihoods for miners, and with                            a feasible glide-path to reduce and potentially end the U.S. Government's high financial burden to the sector. Other USAID/DRC technical teams are now quickly adopting this collaborative CLA approach through co-creation to drive increased development impact in other sectors throughout the Mission's portfolio.
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	Impact: In very short time, it has been apparent that the BAA and co-creation have had a positive impact on the Mission, modifying our CLA culture and approach to design. The feedback by colleagues who participated or were invited to observe the co-creation workshop has been excellent. The process conveyed to Mission staff that the Agency was open to try innovative approaches to procurement and design. It provided us with the opportunity to discuss new ideas, integrate cross-cutting approaches, and co-create/co-design these concepts with diverse groups of internal and external stakeholders, including potential bidders. Technical Teams across the Mission now realize that external/internal collaboration from the beginning of design is a powerful tool which can ultimately make a design much stronger and could even lead to co-investment opportunities. Despite receiving some slight resistance to change at the beginning of the process due to the success of our previous program (if it ain't broke, don't fix it), it is now widely recognized that - regardless of previous success - Teams should always be open to test their entrenched assumptions and the theories of change. Operating environments, markets, politics, can evolve over time with or without our awareness. By using tools like co-creation and RFIs, we can reach out to the market to help us update our knowledge on a regular basis and co-design solutions. The first BAA co-creation at our Mission created a proof of concept for this brand of CLA and we are already seeing a strong demonstration effect throughout USAID/DRC. Due to the feedback loop and the Mission's commitment to a wide information dissemination to all-staff, these tools are now widely known. The result has been that other Technical teams are now rapidly exploring this CLA approach. For example, two Mission technical offices are now planning their own BAA co-creations for new procurements in sectors such as Environment and Health. Other Teams have collaborated or are jointly planning new RFIs in order to update the Mission's knowledge base on particular cross-cutting development challenges, such as Food Security and Water, Sanitation, and Nutrition (WASH), so that they can refine their theories of change in preparation for a new design.  
	CLA Approach: Request for Information (RFI): A RFI was developed to help the Mission better define the problem statement before the BAA. The Economic Growth (EG) technical team believed that breaking the link between minerals and conflict might require some innovative breakthrough in terms of technology or new approaches. This design would benefit from strong input from stakeholders, even potential bidders, to update the technical knowledge-base on the issue. The Mission received 35 responses from a wide cross-section of stakeholders, and the data was striking. It confirmed that armed group activity and smuggling of 3T minerals was not the main issue in 2018, instead the context had changed since 2010 as was suspected. According to the responses, the major gap now was in gold. The data showed that RMT programs should also be more integrated and that there was a huge opportunity to target artisanal and small scale mining (ASM) cooperatives with capacity building activities. Lastly, it verified that our mine validation program for conflict-free mine sites was neither sustainable nor efficient. Through a PIO grant, USAID was indeed doing important work paying for multi-stakeholder mine site validation as part of the 3T validation scheme, but the system depends on USAID paying the bulk of the validation costs and was not a sustainable private sector led solution for long run. The Mission defined three specific technical areas to explore under RMT: 1) Sustainable Conflict-free Mine Validation; 2) Conflict-Free Gold Supply Chain Model; 3) ASM Gold Cooperatives.Concept review: EG and the Office of Acquisition and Assistance (OAA) had in-depth consultations with Mission stakeholders over a four month period. It was first confirmed via discussions with the mission's Legal Officer that the requirements of the activity met the specific criteria under the BAA. This was the first BAA at the Mission and the ADS did not have any clear guidance for the BAA design process, so the Team worked closely with the Program Office to develop an approach for concept review, customized to the BAA. The Team presented the BAA to the Front Office and to Senior staff to receive comments and to stimulate learning on this new process. Once the Front Office was comfortable with the approach, then the Team incorporated the combined comments into a Mission wide approval process which was adapted towards the unique nature of the BAA. Staff co-designed with the Team on cross-cutting issues like governance, gender, and environment as it was important for these issues to have a voice during the initial Mission discussions and later during the actual co-creation workshop, feeding into the concepts. A 'brown-bag' was also held on the BAA for Mission staff to increase wider Mission learning on the new process.Co-creation workshop: The Mission organized a co-creation workshop in Kinshasa which brought in a wide group of relevant internal and external stakeholders to enrich the technical discussion from different angles and maximize learning. The Team reached out to the Center for transformational Partnerships (CTP) as they provided value in terms of the PSE focus and two-way knowledge transfer. This was the first BAA participation for CTP staff and they felt that this would be a great opportunity to bring knowledge back to Washington. CTP provided a targeted presentation on USAID's interest in PSE, setting the tone of the workshop on the first day. The Team also reached out to the Conflict Management and Mitigation Office in Washington to participate. They also provided a short session on the importance of using a 'conflict lens' in design and provided critical resources to participants on conflict sensitivity. Donors were invited to participate as well to contribute to the discussion, better coordinate joint efforts, and fund activities as co-investors, or on their own. Rounding out the participants, select members of the GDRC and interagency were also invited. The Team felt that buy-in (and feedback) from GDRC, interagency, and civil society for this new program would be critical. Lastly, 18 USAID staff came as observers to further develop our Mission's knowledge base so that CLA could be effectively applied elsewhere. Overall, 70 participants attended the workshop, including participants from the DRC, U.S., Europe, and the region. Participants shared insights on a diverse range of issues impacting the artisanal gold trade including mineral traceability and smuggling, armed groups, large-scale industrial mining, and mining cooperatives. Over 26 ‘proto-concepts’ were developed during the workshop and participants and observers alike commented on the collegial, transparent, collaborative nature of discussions held both during, in-between, and after the sessions. One industrial miner who participated said that he learned more about artisanal mining in three days than he had learned in a 25 year career working in the DRC. A representative from DFID reported that they added new knowledge about ASMs which will ultimately help donor coordination and improve their own programs in the sector. Other donors mentioned that many the ideas developed were unique and interesting and this will help them to explore further ‘co-creation’ opportunities in their portfolios.
	Why: First, the Mission was open to new-thinking and wanted to test long-standing assumptions, crystallized over years of implementation in the minerals sector. In order to move the needle on RMT, the Mission did not want just another 'follow-on' project. Its RMT program was partially implemented through an award with a PIO over a long 6-7 year period. It was recognized that the market had changed for responsible sourcing over this period and breaking the link between conflict and gold trade would require new-thinking beyond just approving another cost-extension to our PIO grant like had been done in years past. Second, external collaboration was important.  USAID/DRC desired an innovative private sector led approach, reducing donor subsidies for responsible sourcing, some day ending the need for its existence. USAID and interagency signed a second MOU with private sector mineral end-users like Apple, Google, Intel, etc. The first MOU leveraged $1.4 million towards implementing clean mineral supply chains in five years, but it was felt that the Mission could achieve more impact by engaging the private sector from the beginning of the design to find a sustainable market solution to this development challenge. Feeding into this, USAID/DRC already developed a strong cross-cutting, private sector engagement (PSE) strategy which produced ten partnerships, leveraging over $29 million for development activities in the DRC. Continuing this momentum was important. We also valued internal collaboration. The Mission promotes collaboration across the teams and shared result frameworks. We desired a method which could produce the strongest, integrated program possible, linking to the Mission and Agency priorities. Therefore, it was important to take a close look at gender, conflict, environment, and other cross-cutting issues and to allow the experts in those fields to participate meaningfully in the design. Overall, the Mission knew it had information gaps and desired a 360 degree view of the challenges and solutions.
	Context: International policy makers, civil society, and end-users are increasingly aware of the role that minerals from the high-risk conflict zones in the DRC can play in benefitting armed groups, fueling conflict and human rights abuses and threatening the integrity of mineral supply chains. The DRC is home to over 1,100 mineral substances and has a potential mineral wealth of $24 trillion. The awareness of the link between minerals and conflict led to a number of regional and international efforts – such as Section 1502 of the Dodd-Frank Wall Street Reform and Consumer Protection Act of 2010– to address the challenge in the DRC context. Since the implementation of Section 1502 in the Dodd-Frank Act, armed group presence has declined as much as 80 percent in tin, tantalum and tungsten (3Ts) mine sites. USAID Responsible Minerals Trade (RMT) programs have played a major role in this through support towards conflict-free mine site validations, supply chain traceability systems, and regional supply chain audits. Despite this success, the conflict gold trade in the DRC still remains a major hurdle. It is estimated that 98 percent of artisanal gold (between 8 and 16 tons) is still smuggled out of the DRC on an annual basis. The value of this smuggled ore is roughly $345 to $691 million, depriving the DRC of potential revenues that could be used for development and the betterment of communities in eastern DRC that have been plagued by insecurity. Over 90% of gold mine sites in eastern DRC have an armed group presence and the illegal gold trade exacerbates the conflict by financing violence and human rights abuses by these groups with mining communities being increasingly vulnerable to the conflict. Internally, seeds had been planted by the USAID/DRC Front Office towards greater collaboration and private sector engagement.  Many technical programs have developed shared results frameworks, and cross-cutting programs are coordinated through 'cluster' groups with participants from various technical offices. However, most of this coordination was being done at the 'back end' instead of at the beginning of the design process. There was also a need for innovation - to test our assumptions and embrace external collaboration to improve our program designs.A tendency was to fall back on the conservative tactic of providing funds directly to Public International Organizations(PIOs), leading to inefficiencies and expectations of longer-term USAID financial burden with no end-game.
	Lessons Learned: Have courage to try something new, which is not always the tried and true approach. Technical teams may have a tendency to believe that they know all the answers and contracts offices don't have the incentive (or training) to try something new. The "if it ain't broke, don't fix it" mentality can lead to programmatic stagnation over time. Be willing to test your own assumptions and theories of change. Start by doing an RFI as the first step. The information that we received from the marketplace of ideas helped us to realize that our theories of change could be updated.  Be a change agent. As was mentioned, the biggest enabler at our Mission was the people. However, there still needs to be a catalyst. In our Mission's case, it started with OAA and the EG technical team. They were willing to work together to take a calculated risk on something that had never been done at the Mission before. This required a lot of learning on their part and then many hours socializing the idea within the Mission and receiving feedback, often times quite critical. However, over time, the entire Mission bought into the approach, which required much persistence, homework, and willingness to share info widely within the Mission through brown bag lunches, presentations, etc. It is not always easy, but good communication is the best strategyIn terms of resources, there are plenty of resources on the USAID Learning Lab website. If you know that another Mission has tried something in the past, it is good to reach out to get their unique perspective.  
	Factors: People were the biggest enablers in our Mission's success on CLA. Our Mission had the right mix of people who were committed to collaboration and trying innovative approaches. For example, our EG technical team understood what they didn't know and wanted to test the Mission's assumptions via external and internal collaboration and engagement with the private sector and even potential bidders if possible. OAA was open to innovative processes like BAAs, co-creation, and RFIs and were experienced enough in this realm to be able to socialize the idea effectively with the Mission. The Legal Officer was willing to entertain a new approach while the Program Office was open to adjusting their concept review processes to accommodate the nuances of the BAA. Lastly, the Front Office was not overly risk adverse on trying something new on a high-profile program; one which had been moderately successful doing the same thing for over five plus years. Maybe more importantly, through their leadership, the Front Office planted the seeds of this CLA approach by doggedly promoting cross-collaboration between teams and stressing the importance of building strong relationships with the interagency and engaging with other donors.One constraint to this CLA approach was an aversion to risk and traditional ways of thinking, having been ossified over time. It is always easier to do something that is familiar especially when it has achieved at least modicum of success in the past.  Collaboration meetings take time. RFIs take time to develop and the RFI responses take time to review. Also, in a place like Kinshasa, arranging the logistics of a co-creation workshop is a heavy lift logistically in terms of arranging travel, hotels, visas, office supplies, technology, etc. Further, USAID doesn't have a long-list of trained facilitators for BAA co-creation. The Mission was lucky (luck is another enabler) to find a great facilitator for our workshop, but it is very apparent that the Agency should consider setting up an office which can provide trained facilitators for co-creations. Right now, as it stands, even if a Mission wanted to do one, it would be difficult to find a facilitator at reasonable cost. Another comment was that the ADS and our internal procedures are heavily geared to standard design processes. If the Agency had more guidance on BAAs in the ADS it would have provided much more clarity since creating ad-hoc processes to accommodate something new can be time-consuming.
	Impact 2: It is still early to cast final judgment on this CLA's contribution to our development outcomes, but the outlook appears to be very encouraging. We are optimistic that using this BAA co-creation approach will lead to better impact on USAID programs which establish conflict free gold supply chains and reduce the vulnerability of ASM cooperatives and communities to conflict. Furthermore, we believe that the BAA co-creation approach could be a future tool to help the Mission develop more impactful programs in other development sectors. It also appears that it will lead to stronger PSE and provide new untapped co-investment opportunities.As a result of our external collaboration via the co-creation, we have already received a number of concepts which exceed the quality of what we would expect to receive without CLA. These concepts were more targeted to our needs - innovative, private sector-led, scalable, and sustainable. Partners have since commented that the co-design saved time and took out the guesswork, giving them better insight into USAID's important perspective when they developed a proposal. We have also received interesting concepts which involve non-traditional partners such as mining concession holders which tackle responsible sourcing challenges at the intersection of business and development  and offer the potential of 1:1 match in co-investment. These concepts may require further co-creation to bear fruit, but the opportunities were a direct result of the private sector's involvement with us in this approach. Finally, this new CLA approach will enable the Mission to roll out more integrated programs through shared result frameworks and internal collaboration at the 'front-end' of the design process. As it stood before, technical teams would develop programs and only after reach out to experts in gender, conflict, environment, and other cross-cutting themes. Now with co-creation, these experts in those fields can participate meaningfully in the early development of the design, creating more impactful programs and helping the Mission to better meet Agency priorities in the field.


