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Case Title:  
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Summary: 

G2G working group presentation during Hackathon 
2.0 Session, USAID/Nepal Localization Week, May 
2024 Credit: Learning for Development (L4D)
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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?

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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	Case Title: Empowering Localization: USAID/Nepal’s Transformative “Localization Week”  
	Submitter: Catia Soares dos Santos
	Organization: USAID/Nepal
	Summary: To achieve its ambitious localization goals, USAID/Nepal recognized the need to intentionally change the way of doing business, which included reexamining resources, policies, and processes to support localization goals. But this new localization approach was faced with several challenges. In late 2023, USAID/Nepal documented its change management journey implementing Agency priorities like localization, DEIA, and FSN empowerment. What that assessment revealed was that the Mission staff felt overwhelmed and had moved from initial enthusiasm for these new priorities into what was termed “a valley of despair” –  an emotional reaction to the intense and fast moving changes that included fear, anger, resistance, and doubt about the path the Mission was taking. 

In an effort to tackle the challenges the Mission was facing, the program office organized a “Localization Week” in an attempt to capture all the Mission’s accomplishments to date and reviving staff's enthusiasm for localization and the new way of "doing business.”
This five-day event was structured to foster collaboration, facilitate learning, and promote adaptation through various activities. The diverse range of topics covered during the week provided a comprehensive understanding of localization principles and practical strategies for implementation. As a result of this exercise, Mission staff now have a better understanding of everything the Mission has accomplished, are more aware of our pain points, and are collaborating on solutions for our most pressing challenges.  We have now exited from the valley of despair and have created a more realistic vision for localization in the coming years.

	Context: USAID/Nepal is an Agency leader for localization and is fully committed to support local actors to lead their own development. The Mission has set an ambitious goal to allocate 40 percent (from a baseline of .07%) of its annual resources to localization by FY 2030*, including direct awards to local organizations and government-to-government (G2G) projects. Furthermore, by FY 2025 USAID/Nepal aims to have 100 percent of new activities co-designed with local partners, allowing them to define development challenges, set priorities, drive implementation, and measure and evaluate the impact of programs.
To achieve its localization goals, USAID/Nepal recognized the need to intentionally change the way of doing business, which included supporting staff and reexamining policies and processes to support localization goals. However, this new localization approach was faced with several challenges, including a limited number of staff to design, manage, and monitor local activities, change management “resistance” on how Mission and COR/AORs design, implement, and monitor local awards, and bureaucratic barriers that made it difficult to work directly with local partners. 
In late 2023, USAID/Nepal documented its change management journey (see link https://usaidchangemanagement.kazi270.com) for implementing Agency priorities like localization, DEIA, and FSN empowerment. What that assessment revealed was that the Mission staff felt overwhelmed, and had moved from initial enthusiasm for these new priorities into what was termed “a valley of despair” – an emotional reaction to the intense and fast moving changes that included fear, anger, resistance, and doubt about the path the Mission was taking.

*Note that this target has been adjusted in June, 2024 based on recommendations from Localization Week. 
	Dropdown2: [Adaptive Management]
	CLA Approach: In an effort to tackle the organizational challenges the Mission was facing, the program office organized a localization week in an attempt to capture all the Mission’s accomplishments to date and reinvigorate that initial enthusiasm. The localization week, from May 6 to May 10, 2024, aimed at reflecting on progress, addressing implementation challenges, and reviving staff's enthusiasm for localization. In addition, the week had the following specific outcomes:
- Reflect and have an open and honest discussion on the progress and challenges in achieving localization.
- Discuss common implementation challenges with local partners and identify best practices to support the design and implementation of local awards.
- Learn about existing tools and resources for monitoring, evaluation and CLA for locally led development initiatives.
- Explore ways for simplifying and enhancing our local designs.
- Reduce bureaucratic burdens to localization.

To be able to develop a set of sessions that addressed not only the success, but also the challenges of the Mission’s new localization approach required working with a variety of individuals within the mission, from advocates of this new approach to those who are more resistant to this Agency priority and the changes it comprises. This required listening to a diversity of voices and conflicting perspectives, in an effort to incorporate success stories, but also understanding and incorporating concerns and criticisms. In addition, the program office actively involved key staff from other offices in the planning process to gather diverse perspectives and ensure buy-in (and participation) from all mission staff. 

The week was structured to foster collaboration, facilitate learning, and promote adaptation through various activities:
Day 1: Setting the Stage 
Objective: Understand the Mission’s localization targets and the importance of locally led development.  
Activities: Mission staff gathered to discuss the vision for localization, emphasizing the empowerment of communities to drive change. 

Day 2: Co-creation and Shared Power 
Objective: Learn the power of involving local communities in decision-making. 
Activities: Interactive sessions and case studies on co-creation methodologies. An in-depth assessment of Local Works in Nepal provided insights into successes and areas for improvement. 

Day 3: Learning from Experience and Designing for Impact 
Objective: Share real-world examples of successes and challenges in local awards. 
Activities: FSN and FSO colleagues shared their experiences working with local partners, followed by a session on simplified local activity designs. Participants exchanged ideas on streamlining processes for efficiency and effectiveness.

Day 4: Navigating Change 
Objective: Understand the psychological and organizational aspects of embracing new mission policies in general and for localization, in particular.
Activities: Group exercises and discussions on change management, building resilience, and effective navigation strategies. 

Day 5: Hackathon for Innovation in Busting Burdens
Objective: Collaborate to identify innovative solutions to bureaucratic challenges. 
Activities: Teams engaged in a hackathon to propose actionable strategies, leveraging creativity and expertise. Solutions ranged from streamlining processes to technology innovations.

The diverse range of topics covered during the week provided a comprehensive understanding of localization principles and practical strategies for implementation. By fostering dialogue, sharing best practices, and unleashing a spirit of innovation, the week served as a catalyst for driving forward the Mission’s localization agenda. 

In the spirit of continuous learning and adaptation, and to follow up on key decisions and recommendations from the various sessions during localization week, the program office disseminated a mission-wide feedback survey and facilitated sessions with the Front Office and technical offices to reinforce the key messages, ensure ongoing engagement, and to determine more realistic localization targets. 

	Dropdown1: [Pause & Reflect]
	Dropdown3: [B. ORGANIZATIONAL EFFECTIVENESS]
	Factors: The success of localization week at USAID/Nepal was driven by a combination of a determined program office and a need to focus on improving the enabling conditions within the Mission as evidenced by the Valley of Despair. 

Key considerations include early planning, collaboration with other advisory offices (i.e OAA and EXO), and prior socialization of the localization week in relevant forums, such as the Mission’s monthly All Hands and weekly Senior Leadership meetings. The week also benefited from great collaboration with Mission’s FSN Advisory Committee (UAC), not only as facilitators, but also as valuable supporters by raising awareness for the event and encouraging FSN participation. In addition, localization week sessions were designed to promote collaboration and active engagement, through the use of interactive technological tools and group exercises. 

The program office’s commitment to inclusion, open communication, and collaboration created an empowering environment.

1. Commitment to Inclusion and Empowerment: USAID/Nepal's program office has been a champion of inclusion and staff empowerment. This commitment ensures that in program office facilitated events, all voices are heard and valued. This inclusive culture fostered an environment where mission staff felt empowered and encouraged to participate actively, share their insights, and engage in collaborative problem-solving. 

2. Open Communication and Transparency: Prior to the event, the program office provided regular updates about the week and also invited members from all offices to share insights on issues to address during the sessions. This practice ensured that all participants were well-informed about the goals and structure of localization week, encouraging active engagement and honest discussions. Program office staff even developed a humorous commercial to encourage participation and generate enthusiasm.

 3. Collaboration and Fun: Program office facilitation emphasizes a collaborative approach, encouraging teamwork, honest conversations, and collective decision-making. Program office events always include an element of team building and fun, which results in improved collaboration and a better enabling environment.
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: Localization week required significant effort and investment from our program office and from Mission staff.  However, staff now have a better understanding of everything the Mission has accomplished, are more aware of our pain points, and collaborated in developing potential solutions to our most pressing challenges.  We have now exited from the valley of despair and have entered a new era to create a more realistic vision for localization in the coming years. 

Localization Week yielded several specific positive outcomes: 
1. Enhanced Collaboration: The event fostered a collaborative spirit among mission staff from all technical and advisory offices. All the sessions were designed to promote group discussions and exercises to tackle challenges and identified solutions, in an effort to value and include diverse experiences and perspectives. The hackathon, in particular, exemplified teamwork and innovative problem-solving. 
2. Deepened Learning: Participants gained a comprehensive understanding of locally led development approaches through shared experiences and practical sessions. Learning from real-world examples provided actionable insights for future activities. These learnings were amplified by insights from USAID Senior Localization Advisor.
3. Adaptation and Innovation: The week encouraged adaptation by reviewing current processes and exploring new and streamlined solutions. The session on simplified local designs, for example, generated innovative strategies to address local activity design challenges, while emphasizing the Mission’s commitment to continuous improvement. The week also provided a space to rethink the Mission’s localization vision. In doing so, a cohesive recognition emerged that localization should be driven by a clear, overarching vision rather than just meeting specific targets and metrics. Mission staff recognized the need to engage in deeper discussions about the ultimate purpose of localization, whether to strengthen local capacities, achieve greater impact, ensure long-term sustainability, or a combination of these outcomes


