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Summary:

Mercy Corps/Uganda was the Lead Implementing Partner for the USAID-funded Resilience Food Security
Activity (RFSA) Apolou in Karamoja, Northern Uganda. In this role, Mercy Corps collaborated on
governance interventions and oversaw the work of its three local partners. However, once implementation
began in various operation areas, Mercy Corps realized that it could not monitor program quality across all
locations and provide timely technical guidance to support adaptive management.

Mercy Corps recognized the challenge and, in collaboration with local partners, developed a
CLA-informed approach to empower frontline staff to systematically assess the performance of community
structures. They introduced a Quality Improvement Verification Checklist (QIVC) that assessed the
effectiveness of the community mobilization approach used by the partners and ranked the structures
based on defined criteria. Based on the data and evidence collected, the frontline staff would then swiftly
adapt and provide tailored support to each community structure.

The approach significantly improved the effectiveness and sustainability of governance-related outcomes
in Apolou. This was evidenced by key performance indicators and multiple studies at the end of the
Activity. Notably, an outcome harvesting study found that the Activity's reliable and useful monitoring data,
along with its learning and adaptive management approach, contributed to the achievement of its food and
nutrition security outcomes.
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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?

As the Lead Implementation Partner, Mercy Corps/Uganda spearheaded the USAID-funded Resilience
Food Security Activity (RFSA) Apolou in Karamoja, Northern Uganda, from September 2017 to September
2023. The Activity aimed to enhance food and nutrition security in the region, with Nakere Rural Women
Activists (NARWOA), Karamoja Peace and Development Agency (KAPDA), and Riamiriam Civil Society
Network- Karamoja serving as local partners responsible for governance work. Mercy Corps worked closely

with these partners, co-designing activities, developing workplans and budgets, and providing routine
monitoring and technical support.

As activities increased, the Mercy Corps team monitoring and providing technical support to partners
realized they were falling behind and couldn't reach all the communities for performance and quality
monitoring and neither were they able to provide timely data for informed decision making and adaptive
management. This realization prompted a discussion within the team on better collaboration with the

partners to ensure that data and evidence on program quality and performance was readily available to
inform adaptive management.

The main challenge identified based on partner feedback was the long wait times for performance progress
feedback from the monitoring teams. This resulted in partners continuing activities based on the agreed
workplan without immediate feedback on their effectiveness or the need for adaptations. After realizing this,
Mercy Corps applied CLA principles to tackle the challenge.

2. What two CLA Sub-Components are most clearly reflected in your case?
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3. HOW: What steps did you take to apply CLA approaches to address the challenge or
opportunity described above?

The Mercy Corps team, in close collaboration with the partners, embarked on a process to design a
system for systematic performance monitoring of community-level governance structures. This
collaborative effort, which included the partners' valuable input, ensured that decisions were made on a
timely manner and were informed by reliable monitoring data. The team followed the following steps to
design the approach.

Step 1 Internal Collaboration: In collaboration with the partners, the governance team at Mercy Corps
developed a framework to assess the performance of the community-level governance structures. Since
all the partners were using the same approach to community mobilization, they agreed on what entails a
high-performing community-level governance structure. Based on this, the team created a Quality
Improvement Verification Checklist (QIVC) that could be used to assess the effectiveness of their
implementation on a more regular basis.

Step 2 Continuous Learning & Improvement and Pause & Reflect: After jointly developing the Quality
Improvement Verification Checklist (QIVC), all frontline staff from the three partners received training on
how to use the tool to facilitate discussions during their field visits. In contrast to previous engagements,
where frontline staff only provided training or had unstructured discussions within the structures, they
now had the Quality Improvement Verification Checklist (QIVC) to guide their discussions.

Step 3 Knowledge Management: Besides being a helpful tool for guiding reflection, the Quality
Improvement Verification Checklist (QIVC) enabled frontline staff to evaluate and score the structure's
performance. After field visits, the scores from different community structures were combined, and an
interactive Excel dashboard was created. This dashboard would be updated whenever new data was
provided. This allowed the partners and Mercy Corps team members to stay updated on the
performance of the various community structures and compare structures across different locations.

Step 4 Decision-Making: During field visit discussions, the frontline staff would ask follow-up questions to
the community members to identify the gaps limiting their performance. Based on that, they would
decide what type of support to offer to the specific community structure. These adjustments did not
require approval from leadership teams as they did not have strategic and financial implications. The
leadership teams from the partners and Mercy Corps relied on the interactive Excel dashboard for
progress overview and strategic decision-making, especially on resource allocation.

In this case, Apolou applied CLA principles to enable Mercy Corps to transfer decision-making authority
to its partners, especially the frontline staff. These staff members had ongoing contact with community
members and were best positioned to swiftly recognize and address any shortcomings within the scope
of the Activity.



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

A. DEVELOPM ENT RESULTS

Applying the principles of CLA significantly improved the effectiveness and sustainability of
governance-related outcomes in Apolou. The interactive Excel dashboard created using data from the
Quality Improvement Verification Checklist (QIVCs) showed a general upward trend in performance over
time. The annual survey at the end of the Activity showed that 92.29% of Apolou participants reported
having advocated for their needs in the past year, up from 59% during baseline in FY19 (99% target
achievement). This indicator was among the key performance indicators related to the governance work.

In August 2023, a qualitative research study was conducted to evaluate the impact of community
mobilization approaches on the sustainability of local governance structures. The study revealed that the
average sustainability score across the sampled Apolou-supported structures was 63%, indicating a
significant improvement in the likelihood of sustainability of governance-related outcomes. This
contrasted with a mid-term sustainability inquiry conducted before introducing the Quality Improvement
Verification Checklist (QIVC), which had shown insufficient evidence to support the associated outcomes'
sustainability.

In July 2023, an outcome-harvesting study reported significant progress in achieving governance-related
outcomes. The study found that the activity collected reliable and useful monitoring data and that the
learning and adaptive management approach supported achieving expected food and nutrition security
outcomes.



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 leadership was key in making the approach work. The partner leadership teams organized induction
sessions for all frontline staff. During these sessions, the staff were introduced to the tool and the approach.
Additionally, the teams were given specific timelines to conduct assessments of all the community structures
for which they were responsible to establish a baseline. They were also required to use the tool during their
field visits. The Activity Chief of the Party and Technical Director ensured that the Quality Improvement
Verification Checklist (QIVC) monitoring data was used to inform decision-making during pause and reflect
workshops and donor reporting.

Despite leadership support, we faced challenges in implementing the approach. Some team members saw it
as an additional task, while others viewed it as a tool for evaluating individual performance. To address this,
we encouraged the frontline staff to integrate the tool into their existing engagements with the community
structures and gather the data during their routine support visits. Additionally, to promote openness and a
culture of learning within the team, we held sessions with program managers and officers focusing on how
performance monitoring creates an opportunity for adaptive management and increasing impact. The
sessions created a space for all team members to collectively reflect on how tailoring interventions to the
needs of the structures based on the performance data would contribute to achieving the program's goal.

Photo Caption & Credit: Upload a photo, including a description and photo credit, to the Web
Form. You do NOT need to upload a photo to this submission case form.

If you are submitting a case on behalf of an Implementing Partner, please inform the
country Mission of your intent to submit a case. If the country Mission plans to submit
a case, please work on a joint case submission.

The CLA Case Competition is managed by USAID's CLA Practice in the Bureau for Planning, Learning and
Resource Management (PLR) and by the Program Cycle Mechanism (PCM), a PLR mechanism implemented by
Environmental Incentives and Bixal.
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