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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: USAID/Armenia’s community-led development approach
	Submitter: Arpine Porsughyan, Gayane Martirosyan
	Organization: USAID/Armenia
	Summary: USAID/Armenia’s CLA case illustrates Mission’s experience in operationalizing the Agency’s locally-led development agenda. It explores what worked well and what could have been improved in providing the enabling space for local actors to set their own agendas, develop solutions, and bring the capacity, leadership, and resources to make those solutions a lasting reality. The context for our case is shaped by Armenia’s Territorial Administrative Reform and the challenges the reform presented for communities. The Reform significantly restructured traditional villages, cities and administrative local governments, resulting in the consolidation of 915 settlements to 71 communities. Although the local communities were the bearers of this paradigm-shifting reform, the decisions were  mostly driven by the central government and donors. The COVID-19 pandemic and ongoing Nagorno-Karabakh (NK) hostilities (conflict between Azerbaijan and Armenia) presented additional challenges to these newly established communities. Considering this context, USAID/Armenia prioritized identifying new ways of giving communities more agency and decision-making power in their development trajectory. As part of its Local Works (LW) program, USAID/Armenia held a number of co-creation and co-design sessions with local partners to shape the community development approaches. After issuing awards to five local partners, the Mission conducted an after-action review to learn and inform better development outcomes. As a result of the CLA approach, local communities had the opportunity to voice their priority needs and get support to address them. 
	Context: Over the past decade, USAID/Armenia has been playing a key role in supporting the Government of Armenia in decentralization planning, piloting community consolidation, and strengthening local governance systems, processes and service delivery. In 2015, the Government of Armenia initiated the Territorial Administrative Reform with the objective of enlarging Armenian municipalities and strengthening their institutional and fiscal capacities. The reform aimed to consolidate multiple settlements into cohesive communities. This transformation gave rise to a number of unique challenges that needed to be addressed. Despite the local communities being the intended bearers of this reform, the implementation has predominantly been driven by the central government and donors, leaving the local communities with little ownership of what is happening in their communities. In 2020, when Armenia was hit by both the COVID-19 pandemic and the NK hostilities, the challenges for the communities only compounded. Since November 2020, hostilities over NK have continued including the September 2022 Azerbaijan shelling of Armenian cities and the ongoing Lachin Corridor blockage. These hostilities have resulted in significant displacements and loss of life and property. The 2020 fighting resulted in approximately 100,000 people fleeing NK for Armenian territory while the 2022 shelling resulted in over 3,000 Armenians being displaced and numerous homes and businesses damaged. Border communities continue to face ongoing violence and losses presenting difficult challenges for both local governments, businesses and citizens.Given these challenges, it was essential for USAID/Armenia to explore ways of putting communities into the driver’s seat. The challenging operational context and the community-driven development approach operationalized through the LW program prompted the Mission to engage in a vigorous CLA exercise. 
	Dropdown2: [Pause & Reflect]
	CLA Approach: Recognizing the need for deeper engagement with local actors, USAID/Armenia chose a number of participatory approaches to refine and advance community development goals.1. Pre-solicitation co-creation: USAID/Armenia leveraged its convening power to bring together 35 representatives of local and international organizations and government to share their insights on community development needs and lessons learned from current and previous community projects. This collaborative approach allowed us to tap into the diverse perspectives, expertise, and feedback enhancing our problem-solving capabilities. Central to the co-creation approach was the commitment to shared decision-making and equitable power dynamics. By actively engaging as equal partners with all stakeholders involved, we ensured that each voice had a meaningful impact on shaping the LW implementation approach in the communities. As a result of the co-creation the Mission staff and the participants developed the project description for the Support to Consolidated Communities of Armenia project solicitation.2. Competition for local community organizations: The Mission used the project description co-created by local communities as the basis for developing a Request for Full Application restricted to local organizations. This allowed us to ensure that the most suitable candidate would be chosen to address the community challenges and opportunities effectively. Five successful local organizations were selected to proceed to co-design: they stood out for their strong existing networks in communities, local government buy-in, and their experience in carrying out successful grassroots programming in the past.3. Co-design: USAID/Armenia proceeded to co-design with each of the apparently successful candidates and their local government counterparts, with everyone on an equal footing to bring their ideas to the table. The co-design ensured a more inclusive and participant-driven process, while also incorporating USAID operating principles such as gender and inclusion, positive youth development, and private sector engagement into the final design. The project designs were also localized to the unique context and needs of the five individual communities. A few of the co-design sessions were held online (largely due to security issues) while the rest were held in person; culminating in finalized project documents. While all projects strove toward the same overall goal as identified in the co-creation workshops, each partner offered diverse approaches to achieving the goal. 4. After-action review: USAID/Armenia positions itself as a Learning Mission. To practice what we preach, the Mission conducted an after-action review of the co-creation and co-design processes. The Professional Development and Training team facilitated the review with the partners and USAID/Armenia staff involved in the process. This review captured the lessons learned and identified areas for improvement. According to the partners, the process provided a safe space to further conceptualize their vision into implementation. They appreciated the direct engagement with USAID and saw the exercise as a capacity strengthening opportunity for their organizations, with some describing it as a “dream come true.” As a recommendation for future consideration, partners would like to have had more time allocated to the sessions and would prefer in-person engagement instead of an online format. From the USAID operational perspective, the review confirmed the importance of the Agreement Officer’s (AO) engagement throughout the process. The AO’s engagement was critical throughout the process because they heard and learned first hand from the local partners and mitigated any AO concerns.  Further, the AO helped ensure new local partners better understand and comply with USAID’s procurement rules. These lessons learned will inform our future designs and initiatives.
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	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: Existing organizational culture that is open and supports continuous learning and improvement was the key to success. First and foremost, we received continuous strong support from the Mission’s leadership who champion the practices of a Learning Mission. Openness and early engagement of the AO was instrumental in the process. AO helped in shaping messages with the participating organizations, managing stakeholders’ expectations and ensuring transparency. Participating partners demonstrated openness and willingness to learn and absorb new approaches. Continuous learning and improvement culture also enabled the Mission to initiate the After-Action review of the co-creation and co-design processes with staff and partners. Culture drove resources. Internally, the Mission allocated financial resources for the successful execution of processes with highly professional and dedicated local staff believing in the vision and seeing it through. Externally, the Mission was lucky to have access to LW examples, collective wisdom, and resources to guide through the processes. Six take-aways for other Missions who are thinking of co-creations and co-design: (1) Have a shared vision and buy-in from all stakeholders, both internal and external; (2) Make a decision on whether it is co-creation, co-design, or a combination of both; (3) Strategically allocate resources, factoring in non-financial resources and support you can bring from USAID Missions and Washington; (4) Involve your AO from the start; (5) While it is important to keep the process flexible, have a clear idea about the outcome and be intentional in the flexibility; (6) Spend time on mapping who should be around the table and why. Getting the right people around the table is critical throughout all stages of the process. 
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: Using a CLA approach has significantly contributed to USAID/Armenia’s efforts aimed at increasing the capacity and resilience of the recently consolidated communities. The evidence we have gathered demonstrates the direct link between the application of CLA principles and the improved effectiveness of our interventions.One of the key contributions of CLA was its emphasis on collaboration and engagement. By actively involving local  experts, local organizations, and government representatives in our co-creation process, we were able to tap into a wealth of diverse perspectives, knowledge, and expertise. This collaborative approach enriched our problem-solving capabilities and led to more innovative, community-driven, community-owned, and context-specific solutions. Additionally, the CLA approach facilitated a two-way, mutual capacity strengthening process. The responsive nature of intentional capacity strengthening reinforced the alignment with the Agency's Local Capacity Strengthening Policy, as it effectively prioritized local partner objectives and actively supported the advancement of the development vision. Through mutual learning and knowledge sharing between USAID, local organizations, and local government stakeholders, we were able to enhance our understanding of local contexts, challenges, and opportunities. On the one hand, this informed our program design and implementation, resulting in more targeted and locally meaningful interventions. On the other hand, the partners were exposed to USAID policy priorities, operating principles and procurement procedures. Furthermore, the adaptive nature of CLA played a vital role in our development outcomes. By embracing flexibility and effective facilitation, we were able to respond and adapt to changing circumstances, emerging needs, and new insights gained throughout the process. This strengthened our relationships with the local partners and created buy-in for a shared goal. 


