
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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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	Submitter: Dr. Ame Stormer, Treena Bishop
	Organization: Helen Keller International, Bangladesh
	Caption: BANI Mro PLW participant from Renikhyong Bagan Para, Suwalak Union with her 1000 days son and daughter. Photo Credit: Merez Rahman, HKI
	Case Title: Using CLA to Bridge the Humanitarian- Development Nexus
	Summary: Helen Keller International (HKI) incorporated collaboration, learning and adaptation (CLA) into the design of the United States Agency for International Development (USAID) funded Bandarban Agriculture and Nutrition Initiative (BANI), recognizing that continual learning and adaptive management are critical for increasing success in dynamic settings such as the Chittagong Hill Tracts (CHT) – a post conflict area experiencing frequent disasters. The humanitarian - development nexus was initiated with the Resilience Food Security Activity, (RFSA) Sustainable Agriculture and Production Linked to Improved Nutrition Status, Resilience, and Gender Equity (SAPLING), laying a strong foundation by building resilience.  Its conclusion coincided with the onset of the worldwide COVID-19 pandemic prompting USAID Bangladesh to initiate BANI to strengthen critical outcomes as covid lockdowns threatened livelihoods and to strengthen gender equitable food security.BANI furthered the humanitarian-development nexus through strategic sequencing and layering, using the platform to inject cash via a BHA grant for PEP pregnant and lactating women (PLW) to meet basic needs, integrated in the longer-term development intervention as part of an overall ER4 approach. BANI used CLA as part of its adaptive management approach utilizing strong monitoring and evaluation for learning techniques involving routine and annual data collection review and discussion with all stakeholders, from front line staff to partners to government and donor stakeholders to determine how to pivot programming to fill gaps.  Further, targeted investigations were also undertaken to determine the “why” behind the “what”.  Outcomes should be stronger as a result of real time discovery and solutions for those challenges impeding impacts.  
	Impact: Use of CLA has created a unified and cohesive team where program implementors and MEL staff are working together to create a stronger, more targeted approach.  Implementors do not see MEL staff as auditors or punishers, they are recognizing the value in data for decision making and look forward to review meetings to discuss strategies and approaches to challenges. Similarly, MEL staff feel engaged and involved in the project and not like objective and passive viewers, results are within their scope and purview as well. This change began during SAPLING and is now being seamlessly carried out under BANI, as CLA was a new concept for many involved when first applied.  The traditional roles of implementor and MEL were firmly in place in the beginning with neither side wanting to involve the other or see the other as part of their team. But over time, data and review discussions have come to be valued and non-punitive and the team is working closely together to solve issues and improve program delivery.  Furthermore, prior to embracing the CLA approach, program team members considered the activity manuals to be “fixed” and were stressed and anxious when told learning and adaptation required content and/or methodologies to be adjusted. However, seeing is believing, and by continually tailoring methodologies, BANI’s results continue to show improvement due to the CLA approach. For example, in early fiscal year 2021, data indicated that smart cooking methods were not fully understood by participants. BANI revised its sessions to include videos and “quiz shows” to increase participants’ retention of the techniques such as washing utensils prior to food preparation, using oil when cooking for nutrient absorption and lids to retain nutrients, etc. This “fun” way of learning worked. 
	Why: HKI recognizes that communities are part of complex adaptive systems in which PEP households are most negatively impacted when services and income are reduced for extended periods and that no one “shoe” fits all. Participants need multiple services to continue to adopt improved practices and collaborating with stakeholders involved in those processes is crucial to strengthen self-reliance. Learning and adaptation were built into the design from the beginning.  With COVID-19 restricting movement and group size, streamlining programmatic integration, adaptation, and strategically layering and sequencing programing to multiply impact was critical. Data demonstrated that women’s dietary diversity and children's minimal acceptable diet were declining while families limited food intake, paying for services and/or hygiene products. The dynamic and challenging realities in Bandarban during COVID lockdowns underscore the need to apply a CLA approach, which was already well integrated in the activity design and implementation. This approach has proven useful: 1) to fill gaps in relevant data and information and capture more accurate contextual understanding to inform implementation strategies and intervention designs; 2) maintain flexibility to modify approaches based on learnings and unforeseen circumstances; and 3) better understand functionality of systemic processes and identify  pathways for collaboration and joint planning with stakeholders, including government, traditional leaders, private sector, and participants. BANI also uses evidence to achieve better development outcomes for vulnerable populations, recognizing that continually adapting approaches and content reflects participants'  dynamic needs. Informed decision-making and transparent implementation model good governance in a conflict prone area where continued distrust threatens social cohesion. 
	Factors: Local (i.e. village based) frontline staff who are members of the community, ethnic groups and speak local languages is an invaluable enabler.  This was particularly true during COVID-19 mitigation lockdowns as local staff held socially distanced, small group meetings in their communities and knew which participants were lagging behind.  Staff are trusted, know social mores and barriers, and  present information in ways that are accepted by their groups. BANI quickly adopted improved information and communication technologies from making multilingual “do it yourself” videos shared with participants to video-recorded trainings for frontline staff, equipping them with job aids when they couldn’t be reached in person. Budgets were modified to include data allowances to keep frontline staff connected and help them better meet participant needs.  Integrated programming was an enabler as messages were repeated throughout all project interventions.  An example is handwashing whereby each session, be it on cooking or livestock rearing involved discussions of when and why to wash hands, and participants washed their hands at the beginning and end of each session.  Time has been an obstacle to achieving results. As the SAPLING project was the first of its kind in Bandarban, it required permissions which took most of the first year and local qualified staff which needed to be intensively training. The time involved for review of results and development of new approaches to fill gaps was also squeezed as overall project duration and expectations of impacts impeded the ability to redesign and implement.  Participant expectations also had to be managed as previous “relief” focused interventions involved distribution of cash or in-kind support.  Evolving to a sustained, development focus is occurring as participants gain both capacity and self-efficacy. BANI’s sequencing was highly successful as rapport was built with key stakeholders from village Karbari (chiefs) to the minister of MOCHTA.
	CLA Approach: BANI's CLA takes several different forms, from use of regularly collected monitoring and impact data, and 360◦ review sessions. BANI also has dedicated CLA staff, including a CLA manager and a supporting monitoring, evaluation and learning (MEL) team. These different CLA avenues and dedicated staff  are a result of the success of learnings from the SAPLING RFSA and its adoption of the CLA approach. BANI’s CLA approach includes reflections involving field and supervisory staff members and senior project leaders, such as HKI’s Country Director, project partners, USAID, the Ministry of Chittagong Hill Tracts Affairs and other GoB representatives such as the Civil Surgeon’s office. These stakeholders are involved in determining the frequency of review and feedback, the types of information to discuss, solutions to challenges, and determining necessary adaptations and documentation.
BANI’s CLA approach combines regular program monitoring data and data collected through routine participant surveys conducted in real time on tablets to capture information that requires short recall or is seasonal.  These data are discussed to interpret what outcomes are being adopted and which are not, and to assess if the lack of uptake restricted to specific areas or across the implementation zone.  Similarly, stakeholders are engaged to look at the overall context to understand if the trends are logical, i.e., sales down during lockdowns, yields down due to floods, etc.  When necessary, follow up information is collected to understand the “why” of the “what”.  This timely data review allows for quick changes in delivery of program content and messaging to address gaps in participant knowledge and skills.  Data are also collected and reviewed on an annual basis to determine overall knowledge and skills after the completion of the FY’s approach. 
When BANI’s data showed that household hunger and the number of malnourished children were increasing, and dietary diversity and minimal acceptable diet were decreasing, HKI submitted data reports to USAID and applied to BHA to provide cash assistance for PEP PLW to meet basic needs.  Similarly, as data indicated participants had less access to agricultural services, putting their productive assets at risk, BANI approached the Department of Livestock Services to co-sponsor a vaccination and deworming campaign in all 13 priority unions, reaching PEP households which had not been able to seek services due to income reductions and lockdowns. Additionally,  overlapping content on achievable risk reduction measures was directly integrated into all sessions with participants, i.e., storing food such as gourds and potatoes before the monsoon, bringing livestock to high ground during heavy rains to reduce loss from floods, etc. Furthermore, to strengthen the multiplicity of messaging, in addition to individual peer groups, BANI adopted a “whole of family” approach, inviting the full family of all program participants in addition to key leaders of the community, creating an enabling environment for change and engagement of gatekeepers in promoted behaviors and practices. Together, men, women, and adolescents attend sessions where BANI’s locally produced telenovela style miniseries are shown, and viewers are engaged in discussions about character experiences and decisions – all in their own language and cultural context.
This approach was a result of BANI’s adaptive management , utilizing the design, implement, monitor, evaluate, adjust, assess model commonly used to describe the process.  Adaptive management was the driver for the shift from a women-centered focus to a family approach.  While the SAPLING project was predominantly based on working with women to improve their capacity and capabilities, data showed that other family members were not involved and engaged with project messages.  BANI adapted to include all family members in interventions to triangulate information so that messages are heard and supported by all.  


	Context: In fall of 2015, HKI initiated implementation of the USAID funded, six-year RFSA, SAPLING in the Bandarban District of Bangladesh. SAPLING was the first large-scale multi-sectoral development activity to be implemented in this post conflict region, home to 12 ethnic groups; enabling it to be an incubator for human development. SAPLING built local capacity to increase incomes, dietary diversity, knowledge and means to improve maternal and child health and nutrition (MCHN), and resilience to shocks and stressors while spanning the humanitarian-development nexus.Although SAPLING laid a strong foundation, its phase down coincided with the onset of the COVID-19 pandemic, putting nascent producers and entrepreneurs at risk. Recognizing the need for a complementary activity to sustain gains, USAID Bangladesh awarded HKI a cooperative agreement in May 2020 to lead the BANI with the goal of reducing the negative impacts of COVID-19 mitigation measures by increasing agricultural production and improving nutrition of poor and extremely poor (PEP) households to strengthen gender equitable food security.As lockdowns reduced opportunities for employment, income generation, health service access, transportation, access to markets, etc. and the prevalence of severe and moderate food insecurity reaching 89% in FY20, BANI provided localized in-person and remote support to the most vulnerable, layered on platforms established by SAPLING. As part of the continued focus on the humanitarian-development nexus, HKI was awarded a Bureau of Humanitarian Assistance grant for provision of cash assistance to PEP pregnant and lactating women, which was sequenced to meet basic needs, and couched in BANI, enabling  women to continue in longer-term development interventions.  Although COVID-19 impacted several annual outcomes, interventions buffered participants from the full impact of the epidemic and its subsequent mitigation efforts.  
	Impact 2: We expect the use of CLA to improve development outcomes as the continuous process of monitoring and assessing outcomes to reveal challenges and gaps lends itself to improved program interventions as implementors are able to see what knowledge and skills have not been obtained and discussion amongst the team, particularly involving front line staff, have already helped to determine why and how to modify interventions to address these gaps.  Early data reveal that although food security was still increasing in FY21, severe food insecurity was reduced, indicating that BANI interventions were buffering participants from potential adverse outcomes.  Throughout FY22, BANI’s activities have included a greater focus on those areas that reinforce food security such as use of income for nutritious food, gardening and livestock rearing techniques, and continued breastfeeding. 
Recognizing that Bandarban saw the worst flooding in 10 years in 2017, followed by the worst in 20 years in 2019, and then two years of COVID-19 lockdowns which compounded negative impacts on the PEP, showing direct correlation of approach and outcomes is complicated. However, BANI’s sequencing of an early recover, risk reduction and resilience strategy following SAPLING’s phase out, coupled with a CLA approach for continual adaptation is showing early signs of high success which will continue to be monitored and reported.
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