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Summary:

Sustainable and locally led development is not just about providing technical assistance. That’s the easy part of any
project. Our team specializes in how we inspire and sustain change for development through our CLA approach.
This project employed several key advantages. A carefully chosen local team and a Chief of Party with experience
as a successful elected mayor from the region, brought an advantage in understanding and addressing the
motivations of the project beneficiaries enabling our team not just to develop a genuine rapport but gain vital buy-in
especially in the initial self-assessment phase of the project. We took advantage of our deep understanding of the
local context and a rapid well designed Applied Political Economy Analysis to play a role in how we sought to first
transform perspectives before we could change management practices. Our approach is proactive, result-oriented,
and respectful of our partners. The scope of the program was created with a learning approach from each successful
cohort collaborating and inspiring the new cohort, and built-in plans for updating and adapting our assistance.

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

The Strengthening Resource Mobilization Activity (SRMA) is a five-year USAID-funded activity in North Macedonia,
kicked off on January 25, 2021. SRMA collaborates directly with municipalities to build capacity through on the job
training and mentoring to strengthen domestic revenue mobilization, access external funding, and effectively manage
municipal funds to the benefit of all citizens of North Macedonia. SRMA develops and delivers tailored technical
assistance (TA) to partner municipalities leveraging the results of the SRMA created Municipal Financing Self-reliance
(MFSR) Scorecard. This is a self-assessment tool designed for municipalities to go through the rigorous facilitated
process of assessing their own internal capabilities and identify gaps and areas for improvement. The MFSR tool was
developed explicitly for the needs of SRMA — the technical areas assessed by the scorecard are outlined below. The
Scorecard was implemented by all 16 municipalities in the first cohort and will be used by the remaining 65
municipalities. The data derived from the Scorecard dictated the tailored approach taken by SRMA to develop
capacity-building activities and TA packages for municipalities and served as a data collection tool for the SRMA MEL
Plan. But how? As a starting activity, the Project team visited all 16 municipalities from the first cohort and assessed
their internal capacities in the following six categories using the MFSR Scorecard:1.Municipal public financial
management; 2.Budget planning and execution; 3.Fiscal transparency and accountability; 4.Own source revenues
planning and collection 5. Access to external funds, and 6. Enabling environment for private sector engagement.
During implementation of the MFSR Scorecard, 15 out of 16 mayors participated, plus the relevant administration
staff. Officials expressed their gratitude and appreciation of SRMA'’s bottom up and stakeholder drive approach to
project implementation. SRMA was pleased to receive this feedback as it bolstered the team’s confidence in the
strategy as SRMA is steadfast in executing this approach for the remaining four cohorts. Hakuran Duka, Mayor of
Debar, (a small urban municipality in the western region of the country,with a little over 15,000 inhabitants), stayed
until the very end of the self-assessment visit, which took four hours.The true value of this practice was also
recognized by the Mayor of Gevgelija, (an urban municipality with 21,500 inhabitants) during the visit with SRMA,
noted: “Many donor organizations organizations provided their assistance as a ready-made support, but this is the
very first time when donor organization come to us and ask what we need to become better for our citizens.”"SRMA
introduced a transparent and inclusive process where all participants at the meeting were treated equally.

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

The SRMA Team incorporates a CLA approach as a cornerstone of project implementation. SRMA is using a
standardized approach to activity implementation outlined in the following steps, which focus on sustainability and
efficiency: (i) Developing written guidelines/procedures when necessary; (ii) Testing and finalizing the
guidelines/procedures with selected partner LSGUSs; (iii) Information session/interactive training for all partner
municipalities to present the guideline/procedure and provide additional details on how to use it; (iv) Follow-up visits to
partner municipalities for mentoring and on-the-job support based on their individual needs; (v) Constant peer-to-peer
learning and sharing of experiences; (vi) CLA approach for further improvement of the guidelines/procedures to be
used for the next cohort of partner LSGUSs; (vii) Partnering with other capacity building organizations to ensure
broader utilization of USAID SRMA-developed materials (viii) Sharing updated guidelines/procedures with all
municipalities across cohorts. SRMA launched the second cohort of municipalities in April 2022 with a batch of 24 new
LSGUs. Taking lessons learned and best practices from experiences with the first cohort, SRMA adapted techniques
to implement the MFSR Scorecard to ensure clarity and easy adoption by the municipalities. The revised and now
more-user friendly scorecard was shared with the 24 partner municipalities of the second cohort. The updated
scorecard will also be shared with the first cohort so that they may conduct the assessment on an annual basis to
gauge progress across the key technical areas. As a strategy to ensure municipal ownership, SRMA deliberately
conducted all sessions in local languages (Macedonian and/or Albanian) — this was intended to ensure understanding
and build long term partnerships with the municipality and staff. Each MFSR Scorecard session was facilitated by an
experienced technical expert from the SRMA team; they strived to build trust with stakeholders as the foundation of
the working relationship, which would continue through the life of the project. This collaborative environment motivated
the municipal administration including the mayors to engage with the SRMA team. They demonstrated eagerness to
learn to use the Scorecard by themselves, and ultimately identify the areas of technical assistance they need.



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.

USAID’s Strengthening Resource Mobilization Activity is assisting North Macedonia’s government institutions to
raise and independently manage the resources necessary to fund services demanded by citizens, while becoming
more transparent and accountable to the public. To achieve its main goal, SRMA carried out several analyses as
well as consultation meetings with partners and stakeholders, such as the Ministry of Local Self Government,
Ministry of Finance, mayors, Association of Local Self Government Units in North Macedonia, relevant
USAID-funded projects, and other donor projects that share the same vision. To gain a deeper understanding of the
operating context SRMA conducted an Applied Political Economy Analysis (APEA) focusing on issues relevant to
SRMA goals and objectives, such as the Government of North Macedonia (GoNM) decentralization reform agenda,
local elections in 2021, local governance practices, anticorruption, domestic resource mobilization, and EU
accession as a driver for reforms. The findings from the APEA were taken into account for decision making and
ensuring an adaptive management with a “thinking and working politically” approach baked into implementation.

The MFSR scorecard generated valuable data allowing SRMA to further tailor activities to meet the needs of
municipalities and the overall goals of the Activity. This knowledge also provided an opportunity to further develop
the Project’s Theory of Change —that is, to go into more depth and provide details about the logical links between
activities, objectives, and the overarching goals. Most importantly, as a result of the findings from the
self-assessment visits, the SRMA team identified opportunities for improvement of the performance of individual
municipalities in the six functions (Municipal public financial management; Budget planning and execution; Fiscal
transparency and accountability; Own source revenues planning and collection; Access to external funds, and
Enabling environment for private sector engagement) and helped the identification of good practices for sharing
through peer-to-peer learning. The findings from the self-assessment sessions demonstrated different capacity
levels of individual Local Self Government Units (LSGUs) and thus the need for an approach that tailors TA to each
one. The average capacity of all 16 Municipalities for all six assessed areas is 1.82 out of 3. SRMA presented the
results from the Scorecard into a visual report for each municipality separately and then shared it with the respective
mayor, to inform him/her about the level of capacity (as assessed) in a quick and efficient manner. After 18 months
of intervention with the respective municipalities, the Scorecard will be completed by the municipal staff again,
effectively tracking the progress and achievements gained from SRMA assistance. As the Project is in the second
year of its implementation, and before enrolling the second cohort of LSGUs, SRMA took some time to think
critically about the entire process of the self-assessment, reflect on what worked well, what didn’t, and how SRMA
can improve implementation.

Based on the team’s internal collaboration and openness, it was agreed that the scorecard i.e., the descriptions of
the capacity levels: 1, 2, and 3 should be more specific and include clear distinctions between each with details and
criteria for each; this will allow municipal staff to easily and effectively assess the six areas and identify in which
level they belong, meaning:

« Basic level of capacity in place - 1

» Moderate level of capacity in place - 2

* High level of capacity in place - 3

Furthermore, the team agreed that some sections within the scorecard should be streamlined and to use the
terminology that is currently being used at the municipalities. Additionally, a glossary of terms will be attached to the
scorecard, so that all participants are informed. The SRMA team based on these reflections, beside the above, also
decided that the presence of the mayor in the self-assessment meeting is essential, especially for the smaller
municipalities, and SRMA must ensure his/her attendance to confirm the commitment of the LSGUs in taking the
necessary steps in absorbing the TA to be provided by the Project. Also, the SRMA team agreed that for the bigger
and urban municipalities, if the mayor is not available for the assessment meeting, then having the Municipal
Secretary is also acceptable.



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?

Collaborating, learning, and adapting is included in SRMA’s Monitoring, Evaluation and Learning (MEL) plan and is
core to SRMA’s approach. Reflection applies not only to activity implementation, but also to the SRMA team
members responsible for managing the activities. The technical team realized how much each of them has learned
by going through the process of facilitating the use of the scorecard at each municipality and the team is now that
much more adept in facilitating the meetings, engaging with the elected officials and municipal administration, as well
in providing feedback on questions and comments raised during these meetings. Furthermore, now, the SRMA team
is more knowledgeable and experienced in conducting the self-assessments visits individually (meaning one
Component Lead facilitate a group of 10-15 people per municipality) instead of going as a team of two or three
individuals (Component Leads) as it was in year 1.

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?

SRMA's culture of openness, collaboration, adaptation, strategic resourcing, and learning enabled these values to be
transferred to the partner municipalities through organizing activities where municipal representatives exchange their
experiences and learn from each other.

One example of this kind of a learning session was the Peer-to-Peer session on “How to Improve Municipal Active
Transparency,” in cooperation with a local well established civil society organization, the Center for Civil
Communications, which conducts the Index of Active Transparency. 21 participants from 12 municipalities attended
the on-line session. As a follow-up, the SRMA completed the listing of Active Transparency for each partner
municipality from 2016 to 2021—including an overview of trends and recommendations for improvement—and
shared them with the respective municipality and its mayor. As part of SRMA’s TA to improve fiscal transparency
and accountability, the Project developed a comprehensive list of 44 key municipal documents that should be
publicly available and easily shared with the respective municipalities to be published on their websites. As a result,
a few of the partner municipalities have redesigned their websites completely with their resources, and most of them
updated the websites with the needed documents, thus enabling their municipalities to become more e-accessible
for the citizens/visitors and thus more transparent. Once the Index of Active Transparency for 2022 becomes
publicly valuable, SRMA can compare the municipal scores and based on the evidence the results from its efforts.



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?

Cardno ID’s CLA methodology catalyzed organizational learning and scaled up development outcomes. We apply
CLA and Thinking and Working Politically (TWP) to all interventions, using knowledge to drive implementation and
change in each municipality, while managing risk and seizing opportunities. For example, after analyzing the
self-assessment scorecard data, the team recognized the municipalities’ need to upgrade the tax collection
software as an important factor to maximize project results under the “own source revenue increased” objective. As
this was not originally planned in the budget, the SRMA team was proactive in determining the contract savings and
creatively utilizing a certain amount of the potential municipal grants to address this important bottleneck in
successful own source revenue collection. SRMA applies behavioral change approaches and follows a structured
communication plan with activities related to increasing public awareness of the importance of tax and fees
collection. The team initiated a campaign at the national and local levels that included free-of-charge TV and radio
advertisements aimed at behavior change and increasing tax morale.

As implementation unfolds, we use CLA and TWP to identify effective collaboration opportunities with the full range
of USAID/USG and other donor projects operating in North Macedonia. With a structured Learning Agenda and
targeted learning questions, SRMA contributes to USAID’s DRG Learning Agenda by collecting and disseminating
data and evidence. In spite of the 2021 local elections and a dramatic change in local government officials working
with SRMA, the team was able to successfully advance SRMA initiatives by using adaptive management, a
technical evidence base, external collaboration, and continuous learning and improvement practices.

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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	Submitter: Natasha Stankovic,Ginka Kapitanova, Anelia Atan
	Organization: USAID/North Macedonia SRMA 
	Caption: Photo Caption & Credit: SRMA team (first at left Marina Jandrevska and second from the right Kristina Hadzi-Vasileva) facilitating the self-assessment meeting in Bosilovo Municipality with the Mayor (first at right). Photo Credit: Representative from Bosilovo Municipality 
	Case Title: Gaining stakeholder buy-in through building trust and sustaining change in municipalities
	Summary: Sustainable and locally led development is not just about providing technical assistance. That’s the easy part of any project. Our team specializes in how we inspire and sustain change for development through our CLA approach. This project employed several key advantages. A carefully chosen local team and a  Chief of Party with experience as a successful elected mayor from the region, brought an advantage in understanding and addressing the motivations of the project beneficiaries enabling our team not just to develop a genuine rapport but gain vital buy-in especially in the initial self-assessment phase of the project. We took advantage of our deep understanding of the local context and a rapid well designed Applied Political Economy Analysis to play a role in how we sought to first transform perspectives before we could change management practices. Our approach is proactive, result-oriented, and respectful of our partners. The scope of the program was created with a learning approach from each successful cohort collaborating and inspiring the new cohort, and built-in plans for updating and adapting our assistance.
	Impact: Collaborating, learning, and adapting is included in SRMA’s Monitoring, Evaluation and Learning (MEL) plan and is core to SRMA’s approach.  Reflection applies not only to activity implementation, but also to the SRMA team members responsible for managing the activities.  The technical team realized how much each of them has learned by going through the process of facilitating the use of the scorecard at each municipality and the team is now that much more adept in facilitating the meetings, engaging with the elected officials and municipal administration, as well in providing feedback on questions and comments raised during these meetings. Furthermore, now, the SRMA team is more knowledgeable and experienced in conducting the self-assessments visits individually (meaning one Component Lead facilitate a group of 10-15 people per municipality) instead of going as a team of two or three individuals (Component Leads) as it was in year 1.


	Why: The SRMA Team incorporates a CLA approach as a cornerstone of project implementation. SRMA is using a standardized approach to activity implementation outlined in the following steps, which focus on sustainability and efficiency: (i) Developing written guidelines/procedures when necessary; (ii) Testing and finalizing the guidelines/procedures with selected partner LSGUs; (iii) Information session/interactive training for all partner municipalities to present the guideline/procedure and provide additional details on how to use it; (iv) Follow-up visits to partner municipalities for mentoring and on-the-job support based on their individual needs; (v) Constant peer-to-peer learning and sharing of experiences; (vi) CLA approach for further improvement of the guidelines/procedures to be used for the next cohort of partner LSGUs; (vii) Partnering with other capacity building organizations to ensure broader utilization of USAID SRMA-developed materials (viii) Sharing updated guidelines/procedures with all municipalities across cohorts. SRMA launched the second cohort of municipalities in April 2022 with a batch of 24 new LSGUs. Taking lessons learned and best practices from experiences with the first cohort, SRMA adapted techniques to implement the MFSR Scorecard to ensure clarity and easy adoption by the municipalities. The revised and now more-user friendly scorecard was shared with the 24 partner municipalities of the second cohort. The updated scorecard will also be shared with the first cohort so that they may conduct the assessment on an annual basis to gauge progress across the key technical areas. As a strategy to ensure municipal ownership, SRMA deliberately conducted all sessions in local languages (Macedonian and/or Albanian) – this was intended to ensure understanding and build long term partnerships with the municipality and staff. Each MFSR Scorecard session was facilitated by an experienced technical expert from the SRMA team; they strived to build trust with stakeholders as the foundation of the working relationship, which would continue through the life of the project. This collaborative environment motivated the municipal administration including the mayors to engage with the SRMA team. They demonstrated eagerness to learn to use the Scorecard by themselves, and ultimately identify the areas of technical assistance they need. 
	Factors: Cardno ID’s CLA methodology catalyzed organizational learning and scaled up development outcomes. We apply CLA and Thinking and Working Politically (TWP) to all interventions, using knowledge to drive implementation and change in each municipality, while managing risk and seizing opportunities. For example, after analyzing the self-assessment scorecard data, the team recognized the municipalities’ need to upgrade the tax collection software as an important factor to maximize project results under the “own source revenue increased” objective.  As this was not originally planned in the budget, the SRMA team was proactive in determining the contract savings and creatively utilizing a certain amount of the potential municipal grants to address this important bottleneck in successful own source revenue collection.  SRMA applies behavioral change approaches and follows a structured communication plan with activities related to increasing public awareness of the importance of tax and fees collection. The team initiated a campaign at the national and local levels that included free-of-charge TV and radio advertisements aimed at behavior change and increasing tax morale.
As implementation unfolds, we use CLA and TWP to identify effective collaboration opportunities with the full range of USAID/USG and other donor projects operating in North Macedonia. With a structured Learning Agenda and targeted learning questions, SRMA contributes to USAID’s DRG Learning Agenda by collecting and disseminating data and evidence. In spite of the 2021 local elections and a dramatic change in local government officials working with SRMA, the team was able to successfully advance SRMA initiatives by using adaptive management, a technical evidence base, external collaboration, and continuous learning and improvement practices. 



	CLA Approach: USAID’s Strengthening Resource Mobilization Activity is assisting North Macedonia’s government institutions to raise and independently manage the resources necessary to fund services demanded by citizens, while becoming more transparent and accountable to the public. To achieve its main goal, SRMA carried out several analyses as well as consultation meetings with partners and stakeholders, such as the Ministry of Local Self Government, Ministry of Finance, mayors, Association of Local Self Government Units in North Macedonia, relevant USAID-funded projects, and other donor projects that share the same vision. To gain a deeper understanding of the operating context SRMA conducted an Applied Political Economy Analysis (APEA) focusing on issues relevant to SRMA goals and objectives, such as the Government of North Macedonia (GoNM) decentralization reform agenda, local elections in 2021, local governance practices, anticorruption, domestic resource mobilization, and EU accession as a driver for reforms. The findings from the APEA were taken into account for decision making and ensuring an adaptive management with a “thinking and working politically” approach baked into implementation.

The MFSR scorecard generated valuable data allowing SRMA to further tailor activities to meet the needs of municipalities and the overall goals of the Activity. This knowledge also provided an opportunity to further develop the Project’s Theory of Change —that is, to go into more depth and provide details about the logical links between activities, objectives, and the overarching goals. Most importantly, as a result of the findings from the self-assessment visits, the SRMA team identified opportunities for improvement of the performance of individual municipalities in the six functions (Municipal public financial management; Budget planning and execution; Fiscal transparency and accountability; Own source revenues planning and collection; Access to external funds, and Enabling environment for private sector engagement)  and helped the identification of good practices for sharing through peer-to-peer learning. The findings from the self-assessment sessions demonstrated different capacity levels of individual Local Self Government Units (LSGUs) and thus the need for an approach that tailors TA to each one. The average capacity of all 16 Municipalities for all six assessed areas is 1.82 out of 3.  SRMA presented the results from the Scorecard into a visual report for each municipality separately and then shared it with the respective mayor, to inform him/her about the level of capacity (as assessed) in a quick and efficient manner. After 18 months of intervention with the respective municipalities, the Scorecard will be completed by the municipal staff again, effectively tracking the progress and achievements gained from SRMA assistance. As the Project is in the second year of its implementation, and before enrolling the second cohort of LSGUs, SRMA took some time to think critically about the entire process of the self-assessment, reflect on what worked well, what didn’t, and how SRMA can improve implementation. 

Based on the team’s internal collaboration and openness, it was agreed that the scorecard i.e., the descriptions of the capacity levels: 1, 2, and 3 should be more specific and include clear distinctions between each with details and criteria for each; this will allow municipal staff to easily and effectively assess the six areas and identify in which level they belong, meaning:
• Basic level of capacity in place - 1
• Moderate level of capacity in place - 2
• High level of capacity in place - 3

Furthermore, the team agreed that some sections within the scorecard should be streamlined and to use the terminology that is currently being used at the municipalities. Additionally, a glossary of terms will  be attached to the scorecard, so that all participants are informed. The SRMA team based on these reflections, beside the above, also decided that the presence of the mayor in the self-assessment meeting is essential, especially for the smaller municipalities, and SRMA must ensure his/her attendance to confirm the commitment of the LSGUs in taking the necessary steps in absorbing the TA to be provided by the Project. Also, the SRMA team agreed that for the bigger and urban municipalities, if the mayor is not available for the assessment meeting, then having the Municipal Secretary is also acceptable.  


	Context: The Strengthening Resource Mobilization Activity (SRMA) is a five-year USAID-funded activity in North Macedonia, kicked off on January 25, 2021. SRMA collaborates directly with municipalities to build capacity through on the job training and mentoring to strengthen domestic revenue mobilization, access external funding, and effectively manage municipal funds to the benefit of all citizens of North Macedonia. SRMA develops and delivers tailored technical assistance (TA) to partner municipalities leveraging the results of the SRMA created Municipal Financing Self-reliance (MFSR) Scorecard. This is a self-assessment tool designed for municipalities to go through the rigorous facilitated process of assessing their own internal capabilities and identify gaps and areas for improvement. The MFSR tool was developed explicitly for the needs of SRMA – the technical areas assessed by the scorecard are outlined below. The Scorecard was implemented by all 16 municipalities in the first cohort and will be used by the remaining 65 municipalities.The data derived from the Scorecard dictated the tailored approach taken by SRMA to develop capacity-building activities and TA packages for municipalities and served as a data collection tool for the SRMA MEL Plan. But how? As a starting activity, the Project team visited all 16 municipalities from the first cohort and assessed their internal capacities in the following six categories using the MFSR Scorecard:1.Municipal public financial management; 2.Budget planning and execution; 3.Fiscal transparency and accountability; 4.Own source revenues planning and collection 5. Access to external funds, and 6. Enabling environment for private sector engagement. During implementation of the MFSR Scorecard, 15 out of 16 mayors participated, plus the relevant administration staff. Officials expressed their gratitude and appreciation of SRMA’s bottom up and stakeholder drive approach to project implementation. SRMA was pleased to receive this feedback as it bolstered the team’s confidence in the strategy as SRMA is steadfast in executing this approach for the remaining four cohorts. Hakuran Duka, Mayor of Debar, (a small urban municipality in the western region of the country,with a little over 15,000 inhabitants), stayed until the very end of the self-assessment visit, which took four hours.The true value of this practice was also recognized by the Mayor of Gevgelija, (an urban municipality with 21,500 inhabitants) during the visit with SRMA, noted: “Many donor organizations organizations provided their assistance as a ready-made support, but this is the very first time when donor organization come to us and ask what we need to become better for our citizens.”SRMA introduced a transparent and inclusive process where all participants at the meeting were treated equally. 
	Impact 2: SRMA's culture of openness, collaboration, adaptation, strategic resourcing, and learning enabled these values to be transferred to the partner municipalities through organizing activities where municipal representatives exchange their experiences and learn from each other.
One example of this kind of a learning session was the Peer-to-Peer session on “How to Improve Municipal Active Transparency,” in cooperation with a local well established civil society organization, the Center for Civil Communications, which conducts the Index of Active Transparency.  21 participants from 12 municipalities attended the on-line session. As a follow-up, the SRMA completed the listing of Active Transparency for each partner municipality from 2016 to 2021—including an overview of trends and recommendations for improvement—and shared them with the respective municipality and its mayor. As part of SRMA’s TA to improve fiscal transparency and accountability, the Project developed a comprehensive list of 44 key municipal documents that should be publicly available and easily shared with the respective municipalities to be published on their websites. As a result, a few of the partner municipalities have redesigned their websites completely with their resources, and most of them updated the websites with the needed documents, thus enabling their municipalities to become more e-accessible for the citizens/visitors and thus more transparent.  Once the Index of Active Transparency for 2022 becomes publicly valuable, SRMA can compare the municipal scores and based on the evidence the results from its efforts.
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