« ¥,
2022 CLA CASE
COMPETITION

COLLABORATE * LEARN + ADAPT

Case Title:

Learning from Disaster: How CLA Helped to
Mitigate Disaster in Ethiopia

Name: William Baron A resident of Afambo, a woreda in Ethiopia,
reinforces her house in preparation for the Afar

Organization: Mercy Corps, CARE International floods. Credit: CARE International

Summary:

In 2020, seasonal flooding in the lowland region of Afar resulted in displacement of more than 24,000 households
and the widespread destruction of livelihoods. For the Resilience in Pastoral Areas (RIPA) program which aims to
strengthen disaster prevention systems in Ethiopia, this catastrophe represented a pivotal learning opportunity and
potential catalyst for change. RIPA facilitated a pause and reflect process with the Afar Regional Government to ask
the question 'what went wrong?' and to understand the underlying challenges that were preventing the government
from breaking the pattern of repeated annual disasters. Use of technical evidence was essential in identifying the
challenges and potential solutions, such as analysis of failures in the early warning system and message
dissemination. A key finding was that the failure of disaster prevention efforts was, to a large extent, a failure of
coordination and collaboration. Participants agreed that RIPA should focus on empowering the government's
disaster management bureau to effectively orchestrate a multi-stakeholder approach to flood preparedness, and the
3Cs (Coordination, Collaboration and Communication) Approach was adopted as the framework for change. Over
the course of the next year, RIPA supported a multi-stakeholder Afar Flood Taskforce to strengthen their Flood
Mitigation and Preparedness Plan and, crucially, to effectively operationalize this by allocating tasks to government
agencies, development agencies, and community institutions. Actions included clearing diversion waterways,
effective delivery of early warning messaging and safely re-locating 5,000 households before the floods hit. These
proved extremely successful, and in 2021 only 600 households were displaced, 2.5 percent of the number in 2020.

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

¢ Internal Collaboration e Openness

e External Collaboration Relationships & Networks

e Technical Evidence Base e Continuous Learning & Improvement

e Theories of Change ¢ Knowledge Management
e Scenario Planning ¢ Institutional Memory
\ e M&E for Learning e Decision-Making

e Pause & Reflect e Mission Resources

e Adaptive Management e 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?

In 2020, flooding in the arid lowland Afar region of Ethiopia resulted in mass displacement of households and
destruction of livelihoods, mainly due to limited disaster preparedness, resources, and capacity within the Afar region.
Failure to comprehensively collaborate, coordinate and communicate across local government actors, development
partners, and communities resulted in an inadequate response to the flooding of 2020.

The Resilience in Pastoral Areas (RIPA) North program was launched in February 2020 to try to better manage
recurrent shocks and stresses such as flooding, while working across complex systems to address the challenges that
occur when programs don’t adequately collaborate, coordinate, or adapt to the changing contextual landscape.

RIPA North was deliberately designed to utilize systems thinking as the bedrock of programming relying on
collaboration, learning and adapting as foundational capacities to bring about impactful change across households,
markets, and governance institutions in 22 woredas in the Somali, Afar, and Oromia regions.

Despite having a strong ideological basis for collaborating, learning, and adapting, in 2020 the RIPA North program
failed to convincingly support regional and local governments and other local actors to tackle flooding in the Afar
region. This was due to not having adequately internalized what the program requires partners, donors, governments,
and communities to do differently to create the enabling environment for true collaboration to take place. What
resulted was devastating mass displacement of households and destruction of livelihoods, due to limited disaster
preparedness resources and capacity.

Nearly all implementing partners, including government bureaus, had outdated disaster risk management (DRM)
plans, and preparation and response efforts were fragmented at best. The failure by local government actors,
development partners and communities to leverage their relationships, foster more collaborative networks, and
scenario plan effectively in 2020 resulted in the displacement of people, loss of assets, destruction of property, and
loss of life.

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 underlying premise of the RIPA North program’s approach to floods and other climatic phenomena in the Afar
region hinged on improving disaster risk management (DRM) through improving how the region not only responds to
crises but plans, coordinates, collaborates, and communicates across sectors to mitigate the devastating effects.

Having adequate systems that not only encourage collaboration internally as a consortium, and externally with
broader system actors, requires an approach that fosters openness, builds trust, and creates an environment where
failure is not something to be shunned but a tool for learning. Hence, when failure did occur in the 2020 floods, the
program set out to ask itself what had gone wrong, not only at an organizational level but across the interrelated
system actors who all have a role to play in responding to disasters. Quite simply, CLA is built into how the RIPA
North program is designed to function. Importantly, RIPA North also collaborated closely with government to support
them to undertake the same self-reflection and analysis to understand what had gone wrong and to identify areas for
improvement.

Foundational to the program design is an emphasis on ensuring that all the actors involved in DRM processes were
grounded in resilience building and systems strengthening, through focusing on maximizing multi-sectoral action
hinged on improved coordination, collaboration, and communication, also referred to as the 3Cs Approach.



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.

The ability to learn from failure was a key instrument to change in 2021. The lessons from the devastation of the
Kerma (the main Afar rainy season) 2020 were not lost but instead were documented, discussed, and utilized to
inform improvements to programming. Program stakeholders took the time to not only pause and reflect on their
actions in the 2020 season, but to scrutinize what had gone wrong, why, and most importantly what needed to
change in how system actors were working together.

This learning using a technical evidence base enabled the government, together with implementing partners and the
communities, to adapt their approach to DRM in general. They realized that having information alone was
insufficient. Better coordination, collaboration, and communication were required across sectors and scales to
successfully implement any DRM strategy. Together, RIPA and system actors realized that through intentionally
coordinating efforts, deploying adequate human and financial resources, leveraging information and working
through and with communities, the devastation of 2020 could be avoided.

The program worked closely with government actors, and through existing structures at the federal and regional
levels down to the woreda level to create an enabling environment where all actors had clarity on their roles,
functions, and required actions in disseminating early warning information and acting on it. While other development
actors took an active role in supporting government efforts, collaboration and coordination flowed through existing
government mechanisms, making it easier for all partners to work collaboratively by leveraging their strengths and
avoiding redundancies.

As part of this process, the DRM team and regional Disaster Prevention and Food Security Program Coordination
Office (DPFSPCO) facilitated a Participatory Scenario Planning (PSP) workshop on the Kerma 2021 rainy season’s
climate forecasting, identifying risks and developing response plans together with regional meteorologists. The
regional DPFSPCO in the Afar Region made significant improvements to the 2021 Flood Risk Mitigation and
Preparedness Plan by developing strategies that engaged Productive Safety Net Program (PSNP), DRM, and EW
experts with specific tasks. The region deployed a flood taskforce from different government and NGO stakeholders
(Plan International, Dan Church Aid (DCA), Action for the Needy in Ethiopia (ANE), and Save the Children) to lead
and coordinate activities at the regional level and trigger anticipatory actions in flood-prone woredas.

The Flood Task Force also conducted awareness-raising activities, educating, and mobilizing the community to
relocate to safer areas in anticipation of flooding during the rainy season. They supported communities to prepare
local response mechanisms building a sense of understanding and ownership of the DRM process. Community
members were involved in activities such as selecting relocation sites, clearing the area, and strengthening the
embankment, making them better prepared to act when the early warning information was disseminated.

Through these collaborative processes, advisories were developed aimed at assisting households, communities,
and government institutions to make livelihood decisions informed by early weather forecasts. Advisories were
translated to Afari languages, endorsed by the regional DRM bureaus and Zonal DRM offices, and disseminated
throughout the Afar region using a multi-channel media campaign.

Based on the experiences of seasons passed, the RIPA North program recognized the need to strategically engage
a multi-pronged, cross-sectoral response to planning and implementation across a variety of actors. The RIPA North
program recognized that it was not enough to simply disseminate early warning information, but rather to ensure
that all actors were equipped to act on the information provided. Evidence gathered through key informant
discussions from the previous year showed that while information was disseminated to communities, it was not
necessarily used because the community had not been involved in the process and did not recognize their own role
in mitigating the encroaching disaster.



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?

Using a CLA approach allowed the RIPA North program to pause, internalize learning, and reflect on how to adapt to
deliver effective programming. The success of this process in the context of the Afar floods inspired RIPA to apply
CLA tools more rigorously across its different components. Now, the program not only takes the time to stop and ask
the hard questions, but to look across existing data, identifying what the data means, and how it needs to be
responded to in practical ways.

The experiences of the Afar flooding implementation between 2020 and 2021 also encouraged the program to
improve its knowledge management systems by documenting the experiences of program actors through the
development of case studies. Those case studies were then used to understand the systemic factors that have
contributed to either success or failure.

Relationships between partners hinge on collective success and the RIPA North program has made considerable
investments to ensure that collaboration, coordination, and communication are appropriately resourced. This includes
financial resources, but also creating opportunities for the right people to be in the right places at the right time.

In 2021, the DPFSPCO leadership produced an action plan that outlined how regional, woreda, community, and
development partners would work together to not only produce information but act on it.

Designing this action plan helped to clarify who needed to do what, how, and when. In addition, these regional plans
focused on actions taking place at the community level, with regional staff together with implementing partners being
deployed to live within communities to collaboratively design community response plans that communities had
oversight and ownership of. This change to action planning has been scaled across RIPA North activities, and in the
upcoming 2022 Afar floods (forecast to be more severe than usual) they will help to minimize damage to the lives and
livelihoods of the people of Afar.

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?

Through the intentional use of collaboration, coordination, and communication in the approach to DRM and PSP, the
Afar region was successfully able to mitigate the adverse effects of 2021 flooding. The effective role played by the
Afar government in disaster preparedness activities as a result of RIPA's CLA approach and support helped to
minimize flooding disaster. In 2021, more than 5,000 households were pre-emptively relocated to safe zones before
flooding occurred, and only 600 households were displaced during the 2021 floods, compared with 24,000
households displaced in the 2020 floods.

A total of 741,902 people were reached with advisories during the 2021 Kerma season compared to only 27,513
people in the 2020 Kerma season. PSP advisories, specifically flood early warning messages, were prepared and
translated into the local language and disseminated to flood-prone communities living around the Awash Basin
woredas.

Through these interventions, the Afar region was able to avoid a major disaster, reducing the cost burden of an
emergency response as well as saving lives, livelihoods, and assets. RIPA is now in the process of supporting the
Afar region to prepare for the 2022 flood season, and also adapting the approach to support the Somali Region to
mitigate future drought impacts.



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?

Regional government-led mobilization was a key factor to success. The government internalized lessons learned
from the devastation of the previous year and changed their ways of working. Through assigning different regional
staff and technical experts to spend a whole month working and living with communities to prepare for the
upcoming floods, the government was able to help communities to better plan for and act on early warning
information. This process also allowed government to build strong relationships of trust with key community
decision-makers including traditional leaders, which helped to ensure that government advice and information was
acted upon by communities.

Through the mobilization of both human and financial resources the government took a leading role in not only
providing the right people to work within the communities but also providing most of the financial resources to
implement the flood response. While other development partners contributed in financial and technical ways, there
was a deliberate effort to strategically leverage resources and avoid duplication. The success of the government's
actions, and the rigorous collection of data from both seasons, has enabled RIPA and government to celebrate the
success of their actions, which is a powerful incentive for similar preparation for future flood events, and a powerful
advocacy tool to influence other government actors in Afar and other regions. On the other hand, since most
implementing partners focus on response activities rather than risk prevention and preparedness, challenges
remain to catalyze improved disaster prevention on a far wider scale. Another challenge that will take time to
overcome is, despite the success factors on use of early warning information, it took longer and more resources to
persuade communities to make timely decisions.

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: William Baron
	Organization: Mercy Corps, CARE International
	Caption: A resident of Afambo, a woreda in Ethiopia, reinforces her house in preparation for the Afar floods. Credit: CARE International
	Case Title: Learning from Disaster: How CLA Helped to Mitigate Disaster in Ethiopia
	Summary: In 2020, seasonal flooding in the lowland region of Afar resulted in displacement of more than 24,000 households and the widespread destruction of livelihoods. For the Resilience in Pastoral Areas (RIPA) program which aims to strengthen disaster prevention systems in Ethiopia, this catastrophe represented a pivotal learning opportunity and potential catalyst for change. RIPA facilitated a pause and reflect process with the Afar Regional Government to ask the question 'what went wrong?' and to understand the underlying challenges that were preventing the government from breaking the pattern of repeated annual disasters. Use of technical evidence was essential in identifying the challenges and potential solutions, such as analysis of failures in the early warning system and message dissemination. A key finding was that the failure of disaster prevention efforts was, to a large extent, a failure of coordination and collaboration. Participants agreed that RIPA should focus on empowering the government's disaster management bureau to effectively orchestrate a multi-stakeholder approach to flood preparedness, and the 3Cs (Coordination, Collaboration and Communication) Approach was adopted as the framework for change. Over the course of the next year, RIPA supported a multi-stakeholder Afar Flood Taskforce to strengthen their Flood Mitigation and Preparedness Plan and, crucially, to effectively operationalize this by allocating tasks to government agencies, development agencies, and community institutions. Actions included clearing diversion waterways, effective delivery of early warning messaging and safely re-locating 5,000 households before the floods hit. These proved extremely successful, and in 2021 only 600 households were displaced, 2.5 percent of the number in 2020.



	Impact: Using a CLA approach allowed the RIPA North program to pause, internalize learning, and reflect on how to adapt to deliver effective programming. The success of this process in the context of the Afar floods inspired RIPA to apply CLA tools more rigorously across its different components. Now, the program not only takes the time to stop and ask the hard questions, but to look across existing data, identifying what the data means, and how it needs to be responded to in practical ways. 
The experiences of the Afar flooding implementation between 2020 and 2021 also encouraged the program to improve its knowledge management systems by documenting the experiences of program actors through the development of case studies.  Those case studies were then used to understand the systemic factors that have contributed to either success or failure. 
Relationships between partners hinge on collective success and the RIPA North program has made considerable investments to ensure that collaboration, coordination, and communication are appropriately resourced. This includes financial resources, but also creating opportunities for the right people to be in the right places at the right time. 
In 2021, the DPFSPCO leadership produced an action plan that outlined how regional, woreda, community, and development partners would work together to not only produce information but act on it. 
Designing this action plan helped to clarify who needed to do what, how, and when. In addition, these regional plans focused on actions taking place at the community level, with regional staff together with implementing partners being deployed to live within communities to collaboratively design community response plans that communities had oversight and ownership of. This change to action planning has been scaled across RIPA North activities, and in the upcoming 2022 Afar floods (forecast to be more severe than usual) they will help to minimize damage to the lives and livelihoods of the people of Afar. 

	Why: The underlying premise of the RIPA North program’s approach to floods and other climatic phenomena in the Afar region hinged on improving disaster risk management (DRM) through improving how the region not only responds to crises but plans, coordinates, collaborates, and communicates across sectors to mitigate the devastating effects. 

Having adequate systems that not only encourage collaboration internally as a consortium, and externally with broader system actors, requires an approach that fosters openness, builds trust, and creates an environment where failure is not something to be shunned but a tool for learning. Hence, when failure did occur in the 2020 floods, the program set out to ask itself what had gone wrong, not only at an organizational level but across the interrelated system actors who all have a role to play in responding to disasters. Quite simply, CLA is built into how the RIPA North program is designed to function. Importantly, RIPA North also collaborated closely with government to support them to undertake the same self-reflection and analysis to understand what had gone wrong and to identify areas for improvement. 

Foundational to the program design is an emphasis on ensuring that all the actors involved in DRM processes were grounded in resilience building and systems strengthening, through focusing on maximizing multi-sectoral action hinged on improved coordination, collaboration, and communication, also referred to as the 3Cs Approach.
	Factors: Regional government-led mobilization was a key factor to success. The government internalized lessons learned from the devastation of the previous year and changed their ways of working. Through assigning different regional staff and technical experts to spend a whole month working and living with communities to prepare for the upcoming floods, the government was able to help communities to better plan for and act on early warning information. This process also allowed government to build strong relationships of trust with key community decision-makers including traditional leaders, which helped to ensure that government advice and information was acted upon by communities. 

Through the mobilization of both human and financial resources the government took a leading role in not only providing the right people to work within the communities but also providing most of the financial resources to implement the flood response. While other development partners contributed in financial and technical ways, there was a deliberate effort to strategically leverage resources and avoid duplication. The success of the government's actions, and the rigorous collection of data from both seasons, has enabled RIPA and government to celebrate the success of their actions, which is a powerful incentive for similar preparation for future flood events, and a powerful advocacy tool to influence other government actors in Afar and other regions. On the other hand, since most implementing partners focus on response activities rather than risk prevention and preparedness, challenges remain to catalyze improved disaster prevention on a far wider scale. Another challenge that will take time to overcome is, despite the success factors on use of early warning information, it took longer and more resources to persuade communities to make timely decisions.        

	CLA Approach: The ability to learn from failure was a key instrument to change in 2021. The lessons from the devastation of the Kerma (the main Afar rainy season) 2020 were not lost but instead were documented, discussed, and utilized to inform improvements to programming. Program stakeholders took the time to not only pause and reflect on their actions in the 2020 season, but to scrutinize what had gone wrong, why, and most importantly what needed to change in how system actors were working together. 

This learning using a technical evidence base enabled the government, together with implementing partners and the communities, to adapt their approach to DRM in general. They realized that having information alone was insufficient. Better coordination, collaboration, and communication were required across sectors and scales to successfully implement any DRM strategy. Together, RIPA and system actors realized that through intentionally coordinating efforts, deploying adequate human and financial resources, leveraging information and working through and with communities, the devastation of 2020 could be avoided.

The program worked closely with government actors, and through existing structures at the federal and regional levels down to the woreda level to create an enabling environment where all actors had clarity on their roles, functions, and required actions in disseminating early warning information and acting on it. While other development actors took an active role in supporting government efforts, collaboration and coordination flowed through existing government mechanisms, making it easier for all partners to work collaboratively by leveraging their strengths and avoiding redundancies. 

As part of this process, the DRM team and regional Disaster Prevention and Food Security Program Coordination Office (DPFSPCO) facilitated a Participatory Scenario Planning (PSP) workshop on the Kerma 2021 rainy season’s climate forecasting, identifying risks and developing response plans together with regional meteorologists. The regional DPFSPCO in the Afar Region made significant improvements to the 2021 Flood Risk Mitigation and Preparedness Plan by developing strategies that engaged Productive Safety Net Program (PSNP), DRM, and EW experts with specific tasks. The region deployed a flood taskforce from different government and NGO stakeholders (Plan International, Dan Church Aid (DCA), Action for the Needy in Ethiopia (ANE), and Save the Children) to lead and coordinate activities at the regional level and trigger anticipatory actions in flood-prone woredas.

The Flood Task Force also conducted awareness-raising activities, educating, and mobilizing the community to relocate to safer areas in anticipation of flooding during the rainy season. They supported communities to prepare local response mechanisms building a sense of understanding and ownership of the DRM process. Community members were involved in activities such as selecting relocation sites, clearing the area, and strengthening the embankment, making them better prepared to act when the early warning information was disseminated.

Through these collaborative processes, advisories were developed aimed at assisting households, communities, and government institutions to make livelihood decisions informed by early weather forecasts. Advisories were translated to Afari languages, endorsed by the regional DRM bureaus and Zonal DRM offices, and disseminated throughout the Afar region using a multi-channel media campaign.

Based on the experiences of seasons passed, the RIPA North program recognized the need to strategically engage a multi-pronged, cross-sectoral response to planning and implementation across a variety of actors. The RIPA North program recognized that it was not enough to simply disseminate early warning information, but rather to ensure that all actors were equipped to act on the information provided. Evidence gathered through key informant discussions from the previous year showed that while information was disseminated to communities, it was not necessarily used because the community had not been involved in the process and did not recognize their own role in mitigating the encroaching disaster. 


	Context: In 2020, flooding in the arid lowland Afar region of Ethiopia resulted in mass displacement of households and destruction of livelihoods, mainly due to limited disaster preparedness, resources, and capacity within the Afar region. Failure to comprehensively collaborate, coordinate and communicate across local government actors, development partners, and communities resulted in an inadequate response to the flooding of 2020. 

The Resilience in Pastoral Areas (RIPA) North program was launched in February 2020 to try to better manage recurrent shocks and stresses such as flooding, while working across complex systems to address the challenges that occur when programs don’t adequately collaborate, coordinate, or adapt to the changing contextual landscape.  
RIPA North was deliberately designed to utilize systems thinking as the bedrock of programming relying on collaboration, learning and adapting as foundational capacities to bring about impactful change across households, markets, and governance institutions in 22 woredas in the Somali, Afar, and Oromia regions.

Despite having a strong ideological basis for collaborating, learning, and adapting, in 2020 the RIPA North program failed to convincingly support regional and local governments and other local actors to tackle flooding in the Afar region. This was due to not having adequately internalized what the program requires partners, donors, governments, and communities to do differently to create the enabling environment for true collaboration to take place. What resulted was devastating mass displacement of households and destruction of livelihoods, due to limited disaster preparedness resources and capacity.

Nearly all implementing partners, including government bureaus, had outdated disaster risk management (DRM) plans, and preparation and response efforts were fragmented at best. The failure by local government actors, development partners and communities to leverage their relationships, foster more collaborative networks, and scenario plan effectively in 2020 resulted in the displacement of people, loss of assets, destruction of property, and loss of life. 
	Impact 2: Through the intentional use of collaboration, coordination, and communication in the approach to DRM and PSP, the Afar region was successfully able to mitigate the adverse effects of 2021 flooding. The effective role played by the Afar government in disaster preparedness activities as a result of RIPA's CLA approach and support helped to minimize flooding disaster. In 2021, more than 5,000 households were pre-emptively relocated to safe zones before flooding occurred, and only 600 households were displaced during the 2021 floods, compared with 24,000 households displaced in the 2020 floods.

A total of 741,902 people were reached with advisories during the 2021 Kerma season compared to only 27,513 people in the 2020 Kerma season. PSP advisories, specifically flood early warning messages, were prepared and translated into the local language and disseminated to flood-prone communities living around the Awash Basin woredas.

Through these interventions, the Afar region was able to avoid a major disaster, reducing the cost burden of an emergency response as well as saving lives, livelihoods, and assets. RIPA is now in the process of supporting the Afar region to prepare for the 2022 flood season, and also adapting the approach to support the Somali Region to mitigate future drought impacts. 
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