
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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: Sophien Ben-Achour
	Organization: Search for Common Ground (USAID Advancing Tolerance in MENA Program)
	Caption: Yemen community leaders during training workshop. Credit: Search for Common Ground (Yemen)
	Case Title: A Collaborative Design: A CLA Approach to Ensuring REM Representation in Yemen 
	Summary: The “Advancing Tolerance in Middle East North Africa” program, implemented by Search for Common Ground (Search), aims to understand and address key risks of violence and marginalization that religious and ethnic minority (REM) communities face. In Yemen, the program team carried out the first activity design process, which resulted in the development of several activity streams that directly contributed to addressing many of the key risks, as identified in research. However, as the team analyzed the final research findings, we noticed an additional and recurring theme emerge in the data: REM communities felt under-represented and lacked the means and opportunity to express and advocate for their needs and rights. Our initial design did not address this concern. Without integrating these elements, our program risked ignoring a core driver of fragility facing the communities that this program sought to support. Not only was a CLA approach necessary in gaining the appropriate perspectives, but without it, we risked not integrating a core element of sustainability in the activity design.
To ensure that our design adequately included these important findings, we recognized the need to apply adaptive management and technical evidence-based design to our overall design process. Our CLA approach included pause and reflect sessions, diversified analytical tools, convening a wide range of perspectives, and revising our logical framework. We hope and expect the revised design to result in greater representation of REM communities by their leaders and enhanced platforms for advocacy. At this stage, we are confident that our CLA approach allowed for a much richer design that strengthens the chances for greater sustainability.


	Impact: Employing CLA-rooted tools allowed our team to better prepare for the implementation phase of the program. First, the process of collaborative reflection allowed us to draw many parallels to the field of peace building. When tackling conflict issues, we should expect the context to shift, additional issues to emerge, and complications to arise. Just as we recognized that we needed to test and adjust our assumptions in the design process, it reminded us of the importance of also doing the same in implementation. 

The extended use of CLA processes encourages our team to continuously test assumptions and reflect on additional outcomes (negative and positive) that might emerge. One such exercise includes ‘outcome harvesting.’ This is a periodic exercise that examines potential ‘unexpected’ outcomes of activities that might arise. Building on the CLA approach used in the design process, we brought in our conflict sensitivity advisor to help the program team map out potential unexpected results of water well access points in certain at-risk communities. 

Secondly, by recognizing the central role of REM participation and representation in addressing key issues of fragility during the design process, it prompted our team to adjust other elements of our activity streams for relevance and effectiveness. For example, beyond just prioritizing female participation in decision making, we also examined what elements of our programming were central to women specifically in REM communities. We believe use of a CLA approach in the design of programming yielded greater participation and representation of REM communities in addressing key issues of violence and marginalization, and is a best practice. Based on our success promoting local ownership through CLA and system practices, we recommend use of these tools in activity designs and throughout the Program Cycle.  


	Why: As our team transitioned from the research and analysis phase to the activity design and implementation phase of the program, we faced a central challenge: to ensure that our program design promotes REM community advocacy and representation, while also prioritizing key risks identified in the research. More precisely, our task within the program team and in consultation with our USAID Yemen counterparts was to develop and validate programming streams that:  1) served to address the risks and needs identified in the research; 2) yielded the greatest chance of impact and sustainability; and 3) included tools for REM communities to express and advocate for their needs and rights. Without integrating these elements, our program risked ignoring a core driver of fragility in the target communities. As such, not only was a CLA approach necessary in gaining the appropriate perspective, but without it, we risked not integrating a core element of sustainability in the activity design.
To this end, we recognized the need to apply adaptive management and technical evidence-based design to our overall design process. Specifically, we needed to apply additional tools for analysis, solicit varied perspectives and inputs, and modify our draft theory of change and logical framework. These elements together formed a CLA approach aimed at calibrating our design process to favor more needs-driven activity streams.
By using a CLA-rooted approach to address the challenges we experienced, it allowed us to pause, reflect, and pivot our design without restarting. While prolonging the design process required an investment in time and resources, we also recognized the value in re-examining our processes and assumptions. 

	Factors: The enabling factors of our CLA approach are best summarized as flexibility. Our work plan, budget and resource projections, and MEL plan served as the core of our operational planning for the implementation of our programming. To align the program with research findings, our CLA approach required modification of our original plan, adjustments to implementation timelines, and a budget realignment. This required flexibility from our country office in Yemen, which had already begun the operational legwork for implementation. Secondly, this required flexibility from our USAID counterparts whose internal coordination of this award is inherently linked with the work plan. In both cases, agile management and teamwork ensured these adaptations went smoothly.  
In retrospect, we believe the common enabling factors of teams in both cases were communication and participation. Throughout the research and design process, we were in constant communication with our field office and USAID counterparts. Because we had integrated several ‘sub-steps’ of reflection and consultation throughout the research and design process, all parties involved were already aware of and participated in decision-making events that led up to the CLA approach. Inversely, had this not been the case, it would have made any changes in the work plan and methodology very difficult to achieve. In terms of inhibiting factors, our CLA approach required the mobilization of additional experts as well as local counterparts into the design process. This required significant time and coordination to be effective. Had we planned for this in advance we could have been swifter and more effective in its roll-out of our CLA approach. A key lesson learned in this process is that there is great value in planning for a wide and diverse set of perspectives and inputs ahead of time in the design and validation of programming.  
	CLA Approach: CLA-based processes were written into the initial program design of this award through pause and reflect sessions, participatory research methodology, and collaborative activity design processes. However, we realized that our first-round design of programmatic interventions needed to more closely focus on the root causes of the issues identified in the research. Specifically, we wanted to ensure that any programming included adequate representation and mechanisms for REM communities to advocate for their needs. To ensure our process captured these elements, we included the following steps in our post-research design process:
i) Pause and Reflect Sessions: Following the initial design session, the program team brought together project staff, experts, and partners to reflect on the research process and outcomes. We tried to determine if the key problem sets from the research were adequately considered in the development of activity streams.
ii) Diversified Analysis: We wanted to ensure that we were looking at our design from different perspectives with a variety of tools and lenses. Working with project partner 'PACT,' the program team examined the design through an applied Political Economy Analysis (PEA) lens to reflect on how power dynamics and resources shape the context in which REM communities live in Yemen.
iii) Widened Design: We expanded the second design process to include a conflict sensitivity expert, gender expert, religious affairs advisor, behavioral change expert, the MEL team as well as subject matter experts in Yemen. We also exchanged with Search teams in Nigeria and Sri Lanka to learn from other experiences in different contexts. The design process also included several exchanges with USAID counterparts in which Problem Driven Iterative Adaptation (PDIA) was applied to the design process.
iv) Modified Logical Framework: While much effort was put on capturing research lessons to inform the design, we also revisited and expanded the logical framework to ensure that it adequately represented REM needs. As a result, our theory of change and logical framework shifted from a focus on specific risks affecting REM communities to structural but targeted root causes within REM communities.

Using the CLA approaches, we captured rich and diverse insights and perspectives, and approached the data from our research from different angles. While not all the inputs gathered resulted in concrete changes to our design process, we believe it resulted in the development of stronger activity streams. Specifically, we concluded that the program design more aptly included mechanisms for REM participation, advocacy and representation.
Some of the key takeaways from our design process that resulted from the intentional use of CLA approaches include:
--Instead of prioritizing pre-designed activities aimed at violence prevention or removing barriers to services, we included a “Community Leader Led-Technically Advised” pillar within our activity streams. The program team developed a criterion for selecting both formal and informal leaders from within both REM and majority communities.  We designed and implemented a training program for those leaders with curricula developed to encourage participants to solicit and analyze needs from their communities.
--Instead of relying solely on the research findings, community leaders led an inclusive and participatory activity design process with community members, receiving technical assistance from the program.
--Community-based initiatives and outreach activities are encouraged to focus on facilitating REM leaders to work with majority leaders in tackling common issues of interest to “develop the muscle” of inter-community collaboration.
--In addition to the standard media content development process, we brought in REM communities to both provide input into the content and feature in both radio and short film productions. 

After we concluded the CLA process, we conducted a validation session to review the modifications. The conclusion was that the revised program design both addressed the key risks in the research but also streamlined REM representation and advocacy. Post-activity evaluation from training and dialogue activities showed strong appreciation for the inclusion of the approach. Several community leaders noted that this was the first initiative that included these types of leaders in a meaningful way. We hope to see additional gains as implementation continues. 

	Context: Under the USAID Human Rights Support Mechanism (HRSM), the “Advancing Tolerance in Middle East North Africa” program, implemented by Search for Common Ground (Search), aims to understand and address key risks of violence and marginalization that religious and ethnic minority (REM) communities face. The first phase includes in- depth research to understand the key risks; the second phase consists of designing and implementing programming, rooted in the findings of that research. 
In Yemen, the program team carried out the first activity design process, which resulted in the development of several activity streams that directly contributed to addressing many of the key risks identified in the research. However, as the team analyzed the final research findings, we noticed an additional and recurring theme emerge in the data: REM (Muhamasheen and IDP) communities felt under-represented and lacked the means and opportunity to express and advocate for their needs and rights. Our initial design did not address this concern. Without integrating these elements, our program risked ignoring a core driver of fragility facing the communities that this program sought to support. Not only was a CLA approach necessary in gaining the appropriate perspectives, but without it, we risked not integrating a core element of sustainability in the activity design.
To ensure that our design adequately included these important findings, we recognized the need to apply adaptive management and technical evidence-based design to our overall design process. Our CLA approach included pause and reflect sessions, diversified analytical tools, convening a wide range of perspectives, and revising our logical framework. We hope and expect the revised design to result in greater representation of REM communities by their leaders and enhanced platforms for advocacy. At this stage, we are confident that our CLA approach allows for a much richer design that strengthens the chances for greater sustainability. 

	Impact 2: Our program's outcomes are largely rooted in observations of improvement of REM communities' participation in advocacy and representation. As evidenced in project reporting and other learnings captured through regular monitoring, several encouraging indicators have already emerged. Furthermore, we expect our use of CLA approaches will yield additional results as the program evolves through the latter stages of implementation.  

Consultations with REM community leaders in all three project governorates (Aden, Ad-Dhale, and Taiz) revealed that this is the first time that both informal and formal leaders from their communities were directly engaged in leadership roles in efforts to support REM communities. This includes the leaders of the national unions of both REM groups - Muhamasheen and IDPs - in the South. 

Post-test data of community leaders trainings indicate strong levels of knowledge gains in their ability to analyze key issues and solicit inputs from community members on key issues facing their communities. Community leaders successfully held community dialogues in all target communities in which key issues were identified, analyzed, prioritized, and action plans developed. Evaluations of community dialogue participants found that a vast majority of REM community members felt that these activities helped them to advocate for important issues that affected their communities. 

At present, community leaders and project staff are in the process of implementing grassroots initiatives designed in collaboration with their communities. We expect (and hope) to see that the initial gains in strengthened engagement, advocacy, and representation of REM communities will translate into community initiatives that seek to prevent violence and address other issues of marginalization.
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