
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Which two subcomponents of the Collaborating, Learning & Adapting (CLA) Framework are 
most reflected in your case? Please 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



 

 
 

 

    
  

 

    
  

1. WHAT: 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: Why did you decide to use a CLA approach? Why was CLA considered helpful for 
addressing your organizational or development challenge(s)?



  

    
  

   
  

3. How: 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 IMPACT: 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 IMPACT: 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. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff), 
organizational culture, or business/work processes - influenced your results?
How would you advise others to navigate any challenges you may have faced?

The CLA Case Competition is managed by USAID's CLA Team in the Bureau for Policy, Planning 
and Learning (PPL) and by the Program Cycle Mechanism (PCM), a PPL mechanism implemented 

by  Environmental Incentives and Bixal.  
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Back to Top
	Submitter: MOMENTUM Knowledge Accelerator Team
	Organization: PRB/JSI Research & Training Institute, Inc./Ariadne Labs
	Caption: Graphic depicting the importance of collaborating, learning, and adapting within a complex project design and context, Getty Images. 
	Case Title: Unique Collaborative Project Builds Culture of CLA to Help Achieve Goals
	Summary: MOMENTUM represents USAID's vision for the next generation of development assistance, with a focus on building the capacity, sustainability, and resilience of local governments and partner institutions to deliver evidence-based and high quality maternal, newborn, and child health care and family planning and reproductive health (MNCH/FP/RH). MOMENTUM Knowledge Accelerator is the "connector" among six awards, playing a unique role in guiding suite-wide monitoring and evaluation, knowledge management, adaptive learning, and strategic communication. The project's design is distinct, and the context is complex, requiring the alignment of interests, incentives, and inputs across a wide range of players. Further, Knowledge Accelerator began its work just before COVID-19 hit; most other MOMENTUM awards started after offices went virtual. Given that few other projects have this design and context, we recognized that the project's legacy would be tied to outcomes as well as how it modelled a new way of "doing business." To effectively "build the plane as we flew it," purposefully creating a strong culture of collaborating, learning, and adapting (CLA) within the project would be critical. Doing this required promoting a safe environment and developing and adapting practical tools and systems.
     
Fostering a culture of CLA within MOMENTUM knowledge Accelerator has resulted in leadership modeling vulnerability and staff feeling motivated to learn from instances where things do not go well and adapt. It is now the norm to build in moments of reflection and continually seek ways to improve. At this stage, early successes and challenges are also examined and shared within and beyond MOMENTUM. Overall, the project's CLA culture supports us to continually adapt how we measure MOMENTUM's outcomes, help capture and apply programmatic learning, share knowledge impactfully, and bring visibility to the work happening across the complex and continuously evolving suite. 
	Impact: Fostering collaborating, learning, and adapting within MOMENTUM Knowledge Accelerator has resulted in staff feeling supported in trying new approaches and motivated to learn and adapt from instances where things do not go as well as anticipated. Importantly, workplans are now designed with built-in flexibility and pivot points, allowing us to be responsive to unanticipated opportunities and requests. Leadership models vulnerability by openly discussing challenges and approaches that are not working as intended. This has prompted the team to create tools to support CLA practices such as After-Action Review guiding questions and templates for post-event surveys. Event checklists explicitly include reminders to share evaluative surveys with event participants and to conduct an After-Action Review with organizers. These integrated systems have made it easier for staff to apply CLA approaches in their day-to-day work which, in turn, strengthens CLA culture. 

As we continue to foster this culture within MOMENTUM Knowledge Accelerator, we have also increasingly shared lessons widely across our own team, with the suite of awards and, more recently, with external stakeholders who could benefit from our experience. For example, after conducting the 2021 Share Fair evaluation, we wrote up a full report for the suite and synthesized lessons learned in a blog for the USAID Learning Lab site. We are also creating a MOMENTUM thought leadership blog series to share internal learning about knowledge management on topics such as how best to engage staff in knowledge capture and dissemination. 

	Why: As a connector award for a large suite with few prior projects to serve as a direct guide, we needed to try new approaches, and if those approaches failed, learn, and make changes accordingly. Rather than using one specific CLA method to address the challenge of fulfilling a unique remit within a complex context, we sought to create a culture of CLA within MOMENTUM Knowledge Accelerator. With heightened attention on adaptive learning as one of the project's core domains, we realized early on the need to create an environment where staff felt supported to try new things, comfortable with failure, encouraged to adapt, and motivated to learn. The goal was to establish a norm where staff's natural impulses were to learn and adapt. 

Encouraged by our funder to allocate resources to CLA within our work and share our experiences, we have found many ways to create a culture of CLA and apply specific approaches to our daily work across all workstreams. One workstream includes developing tools and guidance like MOMENTUM's Adaptive Learning Guide to support others-- both within and beyond MOMENTUM -- to integrate adaptive learning approaches for programmatic improvement. Adaptive learning is also an explicit part of the MOMENTUM suite's theory of change, which associates "iterative, continuous learning and adaptation" with an intermediate outcome. By adopting CLA ourselves, we can establish a strong foundation of flexibility and serve as a learning lab for CLA strategies that can be shared with others. 

	Factors: Because promoting adaptive learning is one of our core areas of work, we had to focus on it early on to quickly master the learning curve. MOMENTUM Knowledge Accelerator's team was receptive: leadership created a safe environment, staff had a strong learning and growth orientation, and champions created tools, brought others on board, and communicated the value of CLA. Our USAID AOR team was also supportive of us building in resources for CLA. They routinely ask how we are learning and adapting and even requested that a summary of all pause-and-reflect sessions be included in our annual report. Importantly, the global shift to remote work created a changed environment in which it was necessary to try new things amid increasing tolerance for change and potential failure. The virtual environment compelled us to seek out innovative tools to support collaborative work. These have since become central to MOMENTUM Knowledge Accelerator's pause and reflect activities and have led to unforeseen benefits that fuel our CLA culture. For example, hosting the Share Fair virtually rather than in-person resulted in broader participation by staff from across the globe. The use of real-time, anonymous digital tools for collecting feedback creates a level playing field that allows participants to fully engage regardless of seniority, personality, or presence at the meeting.

One challenge is the potential to spend a lot of time and mental energy applying the CLA process to everything. It is important to balance when, how often, and how intensively to incorporate CLA approaches. Our culture means that we can be quick to assess and pivot. A key lesson is the importance of continually revisiting foundational resources such as the project's Activity, Monitoring, Evaluation, and Learning Plan to determine if we are moving in the right direction or if pivots are needed to achieve our aims. However, it is important to allow sufficient "space" to try out new approaches before deciding whether they work. Too many pivots can impede progress towards achieving objectives. Two key questions we pose: Is it possible to over-incorporate CLA? When is it worth the effort?

	CLA Approach: MOMENTUM Knowledge Accelerator's culture of CLA was intentionally incorporated into almost everything we do. From periodic, informal reflection within and across teams to more formal assessment, moments of pause and reflect on internal and external processes have become commonplace. They are incorporated into our resource allocations and planning for most activities. One of the project's foundational resources help us apply CLA effectively: the Activity, Monitoring, Evaluation, and Learning Plan, which includes learning questions and a Theory of Change. The resulting routine collection and analysis of qualitative and quantitative data help us understand whether our approaches are leading to the intended results and, importantly, why or why not. 

CLA efforts happen within and across teams at Knowledge Accelerator. When our MOMENTUM colleagues across the suite participate substantially in the creation of a product, an event, or a process, we also invite them to provide their perspectives. Insights from CLA initiatives have influenced the way we run events, hold meetings, develop systems for engagement, and create and share products. The examples below illustrate the types of intentional CLA approaches we used and how they have resulted in changes both big and small. 

MOMENTUM Knowledge Accelerator organizes several events every year and our CLA culture ensures that we reflect on how they can be improved. The project hosted MOMENTUM's first "Share Fair" in 2021, a virtual summit for hundreds of MOMENTUM and USAID staff to showcase useful information and tools while identifying opportunities for collaboration. We built in an evaluation using session polls, post-event surveys, and After-Action Reviews to understand what went well and what could improve. Assessing all data and sharing results with USAID led us to rethink how the 2022 Share Fair would be structured to increase both active participation and equitable inclusion of diverse stakeholders. Changes included offering French captioning, condensing the event into fewer days, and promoting better representation of speakers across countries and awards. 

Building a culture of CLA at Knowledge Accelerator has resulted in changes to systems and processes, including those tied to how we interact with other MOMENTUM awards and support the awards to engage with each other. To understand our progress related to a Knowledge Accelerator-created mechanism and the factors influencing it, our team conducted focus group discussions with users of the MOMENTUM HUB-- the suite's web-based intranet. The findings helped inform platform changes like simplifying search filters and plans to improve how we onboard users and socialize underutilized features. In another example, following the creation of a series of regional briefs requiring inputs from all awards, we conducted an After-Action Review with those involved. This led to adaptations in the timeline and development process to make the next iteration easier for country teams to provide inputs and review drafts. 

Knowledge Accelerator manages three working groups across our core areas that engage representatives from across the suite and from USAID. To ensure alignment with their planned scopes of work, each working group has conducted pause and reflect sessions at least once. In one instance, the strategic communications working group identified the need to broaden MOMENTUM's social media reach using new tactics. As a result, Knowledge Accelerator recently organized a "live" event on Facebook, YouTube, and LinkedIn. This "fireside chat" on Zero-Dose Immunizations for Children shared lessons across the MOMENTUM suite about how communities think and feel about vaccinations and identified the most feasible cost-effective strategies for reaching zero-dose children to improve program design and impact.

Over time, Knowledge Accelerator's use of CLA approaches has become more engrained and streamlined. For example, our After-Action Reviews for events initially consisted of hour-long discussions. We have since shifted our approach, sometimes collecting input via a Rise-Up pad, a web application that allows for real-time collaboration on documents, in advance, and then focusing a shorter meeting on a few high-level questions. As we pivot, our goal in using CLA approaches is to identify a few actionable changes rather than overhauling the whole activity or starting from scratch each time.

	Context: MOMENTUM Knowledge Accelerator is one of six awards in the USAID-funded MOMENTUM suite working toward a common goal to improve reproductive health, voluntary family planning, and maternal, newborn, and child health services in partner countries around the world. As the "connector," Knowledge Accelerator has a unique mandate to measure MOMENTUM's outcomes, synthesize and share collective insights, help capture and apply programmatic learning, and tell the project's story. Among the first in the suite to begin implementation, it started just before the onset of the COVID-19 pandemic. Other awards began in a context of remote work and uncertainty, expanding MOMENTUM to a mammoth global project comprising six awards, 40+ implementing partner organizations, and an ever-growing roster of staff currently exceeding 800 in global and country roles. 

The MOMENTUM suite has a dizzying array of vested parties requiring intensive efforts to coordinate and collaborate both within our own award and externally with five other awards, each comprised of several implementing partners. Knowledge Accelerator faced distinct challenges from day one, with an exciting remit to work across an ambitious suite of awards loosely connected by common goals yet with unique implementation objectives, contexts, and decision-making structures. Within a virtual environment, we had to establish foundational tools and systems; align diverse interests, incentives, and inputs; and think through critical elements of MOMENTUM's business "unusual" model. Given few predecessor projects could serve as a direct model for our unique set up and challenges, it was clear from the outset that we would have to work differently. We needed to get comfortable trying new approaches, recognizing that they may not always work, and knowing that we would need to continually assess, pivot, and try, try again. We were not only building a program from the ground up, but we were also creating a legacy for future projects to follow. Given that the goals we achieve are as important as the lessons we leave for others, fostering a strong collaborating, learning, and adapting (CLA) culture within our project would be critical to our success.

	Impact 2: Given the MOMENTUM suite is relatively early in implementation, broad development outcomes are yet to be seen. However, through our CLA culture, Knowledge Accelerator is setting a strong foundation for nonjudgmental listening and responsiveness to others' needs and preferences, striving to build mutual trust and engagement. We hope that in some ways this diffuses over to the other awards, who can then better learn from others, adapt lessons to their specific contexts, and make improvements to programming for voluntary family planning, reproductive health, and maternal, newborn, and child health. Using CLA has been critical. Without stopping to reflect on how things are going, we might have risked reaching the end of the project having missed the mark in effectively "connecting" the suite and amplifying key learning and insights among the global health community. 

MOMENTUM Knowledge Accelerator's expected outcomes are not those of a typical development project. Rather, we are tasked with contributing to a high-level result on adaptive learning and use of evidence in maternal, newborn, child health and nutrition, family planning, and reproductive health programming. Our CLA efforts contribute to development outcomes across the suite. For example, shifting the structure and content of MOMENTUM-wide working groups could encourage greater sharing of effective monitoring approaches and assessment methods, so that awards can learn from others and improve their own activities and outcomes. Reflecting on MOMENTUM's communication strategies and knowledge sharing tactics can help us reach the right audiences with information and resources from the project that they can use to effect change. Overall, our culture of CLA prompts us to continually seek out better ways to measure MOMENTUM's outcomes, capture learning, share knowledge, and bring visibility to the work happening within each unique MOMENTUM award. Importantly, it also enables our project to coordinate more efficiently and effectively within Knowledge Accelerator, with other MOMENTUM awards, and with USAID.
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