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1. WHAT: What is the general context in which the case takes place? What organizational or
development challenge(s) or opportunities prompted you to collaborate, learn, and/or
adapt?

2. What two CLA Sub-Components are most clearly reflected in your case?



3. HOW: What steps did you take to apply CLA approaches to address the challenge or

opportunity described above?



4. RESULTS: Choose one of the following questions to answer.

We know you may have answers in mind for both questions; However please choose one to highlight as part of this
case story



5. 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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	Case Title: Internal adaptive learning for grantee selection to lead collective impact initiatives of Reducing Pollution Activity in Vietnam
	Submitter: Reducing Pollution Team
	Organization: Winrock International in Vietnam
	Summary: Vietnam's rapid social and economic development has led to significant environmental pollution challenges, including poor urban air quality, contamination of surface water and groundwater, and ocean plastic pollution. The people of Vietnam are increasingly concerned about their local environment, especially air and water quality. In response, the Government of Vietnam passed the 2020 Law on Environmental Protection and accompanying National Strategies and Action Plans related to air quality, water conservation, and plastic waste pollution. Given the complexity of the issues, broad cooperation between the GVN, the private sector, non-governmental organizations (NGOs), scientists, and community groups is needed to address environmental pollution challenges.
The USAID Reducing Pollution activity, a five-year effort implemented by Winrock International, is supporting locally-driven initiatives to reduce environmental pollution in Vietnam through a collective impact approach. As part of this approach, Winrock International works in close partnership with the Pollution Control Department (PCD) of Ministry of Natural Resources and Environment (MONRE) to identify to local organization grantees to serve as the "backbone" for each of six collective impact initiatives focused on specific pollution challenges. This case study examines how the project identifies qualified local organizations utilizing an effective and adaptable selection process that incorporates the Collaborating, Learning and Adapting (CLA) subcomponents of Pause and Reflect and Learning and Improvement.

	Context: Vietnam’s rapid social and economic development has led to significant environmental pollution challenges, including poor urban air quality, contamination of surface water and groundwater, and mismanaged solid and plastic waste. The Government of Vietnam (GVN) and the Vietnamese people are increasingly concerned about their environmental pollution. In this context, to foster Vietnamese leadership in addressing environmental pollution, the USAID Reducing Pollution Activity, a five-year effort implemented by Winrock International in close partnership with the Ministry of Natural Resources and Environment (MONRE), makes grants to local organizations to serve as the “backbone” to lead each of six collective impact initiatives for specific pollution challenges. These initiatives build on the commitment of a group of actors from across society to address a common agenda for solving a specific pollution problem, using a structured form of collaboration. 
This Reducing Pollution team used a flexible collaborative process to begin identifying its first “backbone” grantees soon after the Activity began. First, several significant tasks needed to be completed to gain a deeper understanding of the local context, including an Applied Political Economy Analysis (APEA) to help identify prioritized pollution challenges and hold a series of stakeholder consultations. In parallel, the Reducing Pollution team considered different options for solicitation mechanisms such as an Annual Program Statement and more traditional Requests for Application. As the team began applying these different processes, they regularly took time to reflect to continuously learn and improve the process, and this assisted the team in making the right decision to eventually identify local organizations to lead the project’s six pollution reduction initiatives, including reducing plastic pollution, air pollution, pollution from craft villages, and improving transparent data disclosure from companies and industrial zones.


	Dropdown2: [Continuous Learning & Improvement]
	CLA Approach: In order to identify “backbone” grantees, the Reducing Pollution team applied two types of solicitation processes: an Annual Program Statement (APS) and Requests for Application (RFA). Each process included four main steps, (1) Solicitation Preparation & Release; (2) Application Review and Selection; (3) Negotiation and (4) Award. Each step had multiple tasks with specific staff responsible for key deadlines. During the implementation of these processes, the team regularly paused and reflected to identify adaptive actions in order to make subsequent processes more effective, and identify areas for improvements of steps in the two processes.Application of the appropriate process for different pollution topicsThe first two organizations that implement the initiative on reducing plastic waste were successfully selected through the APS process, which consists of two stages, a concept note and a full proposal. In the first batch, five organizations were invited to submit full proposals from 17 organizations submitting concept notes. The number in the second batch were three out of 10. Given the broad scope of plastics and solid waste management, the APS method was an excellent choice as concept notes enabled the team to quickly identify viable ideas before inviting grant seekers to submit full proposal. However, this two-stage process was time-consuming because of two review stages. The team therefore reflected on the appropriateness of which selection process would be best for subsequent topics of air pollution and craft village pollution. The team came to the conclusion that since the subsequent topics were quite unique, the objectives of the expected initiatives were well-defined and there were not many organizations with expertise and experience in pollution reduction and the ability to apply the collective impact approach, a one-step RFA process would be more appropriate. Improvements of the overall solicitation processesOverall, the Reducing Pollution team was successful in selecting two backbone organizations through the APS process. However, the team observed that there were opportunities to make the process more efficient, streamline review steps, and clarify roles and responsibilities at each step as time for the selection of successful backbone organizations was constrained and more people were involved in the process. The team used internal pause and reflection sessions such as after-action reviews (AAR), insight meetings and team meetings to identify specific actions to be taken. In these meetings, the team was able to see the overall picture of the solicitation process, and the roles and responsibilities of each person on the team. After each learning, several key priorities were implemented to improve the selection process, reduce the time for discussing the scope of work and accelerate agreement signing.- Added diagrams and charts to calls for proposal to better illustrate the selection process and timeline.- Added Frequently Asked Questions (and answers) section at the end of solicitations. - Updated budget templates and provided examples to have them well reflected the proposed activities.- Updated evaluation criteria to fit the situations; for example, increased the score of sustainability of the proposed initiative and reduced points for the application of collective impact approach as it is quite new with stakeholders in Vietnam and many applicants in the first round did not show that they were successful to provide sufficient in this area.- Organized sharing sessions on the collective impact approach and project performance indicators for interested stakeholders in the pre-application conferences.
	Dropdown1: [Pause & Reflect]
	Dropdown3: [B. ORGANIZATIONAL EFFECTIVENESS]
	Factors: Reducing Pollution’s solicitation processes encountered several enabling conditions that bring them both advantages and challenges.Organizational culture (enabler): Winrock has fostered an organizational culture that encourages open sharing and active listening. Learning activities focused on improvement and adaptive management are carried out in a variety of participatory ways to give members the opportunity to share and give feedback, such as meetings before and after the event, insight on good practices in staff meetings, work check-in sessions, and pause and reflect sessions. Such opportunities help staff update changes, provide feedback about issues, and contribute their ideas to enhance the selection procedures. Resources (enabler):The evaluation committee was formed from experienced staff on environmental issues from Winrock and MONRE. The Reducing Pollution team collaborated closely throughout the selection process and proactively learned from other organizations on how to implement effective activities. For instance, the team held additional sessions to provide information on the collective impact approach and key indicators of the Pollution Reduction Activity to help applicants to better understand selection requirements. Additionally, USAID, expressed interest in and participated in oral presentations of potential candidates, resulting in quicker approvals as USAID was aware of the issues and solutions presented in potential proposals.Limited experience of local NGOs (obstacle): Only a small number of LNGOs have demonstrated expertise and experience in pollution reduction, and competence applying the collective impact approach. In addition, many of them lack the experience necessary in preparing proposals that adhere to international donor standards. Therefore, it took time to select the right backbones. The project team discussed updating future requests for proposals to assist LNGOs in focusing on the key requirements. They also committed extra time to providing information about the initiative requirements and the collective impact approach with potential applicants. 
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: The application of the CLA subcomponents Pause & Reflect and Continuous Learning & Improvement, provided great benefit to the USAID Reducing Pollution Activity and its partners. These subcomponents contributed to the organizational effectiveness by achieving two key results.The first key result was the application of an effective and appropriate solicitation process for different prioritized environmental pollution topics. A two-stage APS process was very effective in helping choose qualified backbones for reducing plastic and solid waste management, because of the high number of diverse approaches being applied by local organizations in Vietnam for this topic. Using an APS with a concept note stage saved a lot of time, effort and cost for both applicants and reviewers. For other topics, like air pollution from open burning, and RFA was more appropriate because there were fewer relevant organizations and more specific objectives to be achieved under the initiative.The second result was the improvement of solicitation procedures, which led to greater efficiencies in both APS and RFA processes, and more clearly defined roles and responsibilities for staff. The addition of a Question and Answer section to solicitations helped reduce the time of pre-application conferences, as the most common questions were already answered in the solicitation. An updated budget template made it easier for evaluators to assess how technical activities and budget were consistent and cut down on the time it took to review, negotiate, and approve the budget. The inclusion of the collective impact approach and indicators as well as the revised criteria and technical templates enabled candidates to better comprehend the Activity’s approach and focus on the essential requirements of the calls. All these factors greatly contributed to the successful selection of backbones who can lead the initiative. 


