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Case Title: 

Name: 

Organization: 

Summary: 

1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)? 

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 



 

 
 

    
  

2. 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?

3. Why did you decide to use a CLA approach? Why was CLA considered helpful for
addressing your organizational or development challenge(s)?



  

      
  

4. 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.



  
 

 

 

 
 

  
  

5. Organizational Effectiveness: 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? 

6. Development Results: 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? 



 

  
7. What factors affected the success or shortcomings of your collaborating,
	
learning and adapting approach? What were the main enablers or obstacles?
	

8. Based on your experience and lessons learned, what advice would you share with 
colleagues about using a collaborating, learning and adapting approach? 

The CLA Case Competition is managed by USAID LEARN, a Bureau for Policy, Planning and Learning 

(PPL) mechanism implemented by Dexis Consulting Group and its partner,  RTI  International.
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	Submitter: Jordan Rief & Meaghan Wilson
	Organization: USAID/Uganda & QED
	Caption: Participants discuss the importance of women owning land in Northern Uganda during a Regional Development Initiative stakeholder meeting. Credit: Jordan Rief, QED.
	Case Title: 1+1>2: Increasing Impact Through a Regional Development Initiative in Uganda
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	Summary: USAID/Uganda set out to 'do business differently' with the introduction of their latest Country Development Cooperation Strategy. Part of this philosophy involves looking at problems from a different perspective, and not being afraid to try something new. The proliferation of districts in Uganda creates a unique development challenge in that resources are constantly being divided. But USAID/Uganda decided to pilot a new approach- turning beneficiaries into partners and letting them define their own development agenda at a regional level. By doing this, USAID/Uganda would be empowering communities to define their development goals for themselves and also would  assist them in leveraging resources, strategic advantages, and potential opportunities at a larger scale. USAID/Uganda, along with the support of Implementing Partners, collaborated both internally and externally to convene stakeholders from across different sectors. These stakeholders were provided with data and information, partnered with researchers from the local universities, and given time and space to prioritize their region's potential opportunities. This process has included a dynamic and ever-changing road map that allows USAID/Uganda and the regional stakeholders to stop and reflect at each juncture and adapt their game plan based on what they learn. The regional development initiative embodies 'doing business differently' and is an example of incorporating CLA as a cornerstone of innovative programming. 
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	Impact: USAID/Uganda is implementing an ambitious new strategy which proposes that integrated development objectives will have greater impact than stove-piped, sectoral investments.  To implement an integrated strategy, USAID has made organizational and management changes that allow teams to work together in new ways, and to engage local partners in new ways.  Within USAID, cross-office regional teams of technical and support offices have been formed to support integration and implementation in different regions. The result of this collaboration is a dramatic adaptation in the organizational approach, i.e. we are approaching challenges as regional challenges.  Moreover, those regional challenges are defined by local actors, so the regional approach at once influences the organizational teams addressing challenges within USAID, and establishes USAID teams as groups of actors learning alongside local actors, and responding to locally-defined challenges.The regional development initiative aims to facilitate community-led and community-owned strategies and investment plans. Because of the emphasis on community ownership, USAID took a deliberate role to convene actors rather than direct them. But because this hadn’t been done before, there were times when the process slowed or the representatives were not as inclusive as USAID had hoped. To overcome this, we used check in moments and after action reviews to talk about the process and introduce new ideas into the mix. For example, the elections of the Steering Committee in Northern Uganda were dominated by strong personalities and ended up with an unequal gender balance. The USAID/GAPP team discussed this at length and when starting the process in the second region in the Southwest respected professors from local universities were consulted to pose an acceptable solution to avoid having this same outcome. These professors suggested the use of local regulations requiring at least ⅓ of leadership at lower levels of government to be women. This was posed to the group in the Southwest and accepted before voting took place, resulting in a more balanced representation of women and men, and even spurred a discussion amongst the group about balancing actors from different sectors, resulting in a Steering Committee with diverse representatives from youth groups, academia, the private sector, local government, health, and education. 
	CLA Approach: Changing the dynamic of how interventions are planned and implemented is a difficult task and requires deliberate reviews of what makes organizational, management and development approaches appropriate, or inappropriate. When USAID/Uganda piloted the regional development forum, the idea was to improve programming through mutually reinforcing means -- by giving more decision-making power to local partners, and by better leveraging resources in a context that is consistently burdened by limited local budgets and an expanding number of districts. The Mission believes that the initiative creates an opportunity to ask a broad range of citizens, especially women and youth, to identity their own priorities and imagine the future of their region. In the long term, partnerships can support communities to make these priorities a reality, either through direct funding, helping them translate their agendas into local government policy and programming, or working to influence the private sector to act in concert with the broader civil society.     USAID/Uganda is implementing an integrated Country Development Cooperation Strategy (CDCS) and has committed to “doing business differently.” Part of this new approach is to look at development challenges through a different lens- and to turn traditional programming on its head. The regional development forum is an attempt to do just that. Instead of framing the challenge through the lens of funding mechanisms or siloed program areas, this initiative takes a cross-cutting approach to locally identify solutions to increase the impact to be greater than the sole contribution of each intervention. A phrase often used by the current Mission Director, Mark Meassick, and included as a crux of the CDCS is that ‘1+1>2,’ meaning that the sum of these integrated approaches is greater than their contributions working in isolation. Working with the implementing partner Governance, Accountability, Participation, and Performance (GAPP), the team identified stakeholders who were thought to be influential in their districts and communities. This group of about 200 stakeholders included local government leaders, religious leaders, thought and opinion leaders, medical professionals, the private sector, teachers, and representatives from women’s groups, groups centering around peace and security, and youth. This unique and diverse group from across the 3 subregions brought differing viewpoints and connections to different aspects of community life. Starting the process hearing from this group helped to forge collaboration among unlikely counterparts. The kickoff with this larger group also allowed for discussion around what different stakeholders view as the most pertinent development challenges, how to prioritize these, and ideas about potential interventions. Deliberate facilitation guides were created by USAID/Uganda and GAPP to ensure that the smaller working groups were diverse and that all participants had an opportunity to voice or write their opinions. The break-out groups also allowed participants to learn from others outside of their sector, and to engage in fruitful discussion around the root causes of some of the larger identified issues. An interim Steering Committee was elected to serve as representatives of the larger group. This elected group was tasked with developing a regional strategy for development, and USAID’s convening power was used to help facilitate the region’s ownership over this agenda. By convening different stakeholders, such as women’s groups, youth groups, district planners, and professors from the local university, learning experiences were built in to bring in differing viewpoints. Research was commissioned through the local university and this helped to ground discussions around development challenges in data, and also to explore root causes leading to actionable items. The process in Northern Uganda paved the way to reflect on what worked well and what could be improved for the launch of the initiative in the Southwest region. At an after action review, the USAID team reflected on the Northern launch and planned for adjustments to the process in the Southwest. The team also consulted with professors from a local university to better understand contextual uniquities between the 2 regions and to create partnerships to assist with local ownership. Since locally identified and led solutions is the ultimate goal, the USAID team found value in assisting the stakeholders through information sharing, highlighting data from various sectors, and facilitating sessions to ensure that the process was inclusive and that all voices had an opportunity to be heard. This facilitation and knowledge management support provided by USAID and IPs was realized through collaboration and adaptive management to be an important component of the journey. 
	Why: CLA is ingrained in the culture of USAID/Uganda and is promoted not as a means to an end, but rather as an overarching approach that is valued within and between all activities. CLA offers the Mission opportunities to meaningfully pause and reflect and to adjust components within activities to be more impactful and to get to results more effectively. USAID has taken a CLA approach in facilitating the development of new regional Steering Committees. The Committees are established as platforms to bring together decision-makers from across segments of society. Since the strategy for elevating citizens’ voices should be tailored to the particular part of the process, this provides a natural opportunity for comparison and learning. Because this initiative does not follow the usual design process, both internal and external collaboration were integral for ‘checking in’ at multiple times throughout the journey to achieve better results, and creating a collaborative environment both within the Mission and with regional stakeholders. The ultimate objective is to empower citizens to identify their own development needs and come up with solutions. Community ownership and leadership are essential components of the Regional Development Initiative so the approach was designed to be flexible and to respond to the agenda put forward by the elected representatives, instead of being driven by USAID. This collaborative approach is different than how the Mission usually operates, and presents lessons to be learned and obstacles to be overcome along the way. Learning, including research undertaken  by local universities, was used to give stakeholders tools to strengthen their leadership roles. Because of this design putting beneficiaries at the center and working backwards towards solutions, collaboration and learning are integral components to ensure that we are on the right track. 
	Context: Several regions within Uganda which are lagging behind in terms of poverty rates, health and nutrition indicators, self-reliance, and overall development.  In Northern Uganda, a brutal war fought between the government and the Lord’s Resistance Army led by Joseph Kony have left a legacy of mistrust between sub-regional neighbors and a region that was cut off from much economic and social development for nearly two decades. Now the region continues to deal with mental illness spurred by the conflict, an influx of refugees from South Sudan, and infrastructure that is slowly being built up but is not yet on par with the rest of Uganda. But Northern Uganda is well positioned for cross-border trade, has an abundance of youth seeking meaningful work, and has several budding industries with potential.In Southwestern Uganda, a favorable climate poises the region to be a global leader in tea and coffee production. But the region is plagued by malnutrition and uneven development, whereas some districts excel in terms of GDP and many others are well below the national average. Southwestern Uganda has great opportunities for tourism and agriculture, but has a higher HIV prevalence than the national average, poor nutrition indicators, and uneven educational attainment across districts.Working at the district level was not producing the scale of results wanted because of the growing number of districts, which currently stands at 122. USAID/Uganda decided to pilot another approach- working at the regional level and putting more control into the hands of those most affected. By turning the beneficiary into the decision-maker, USAID/Uganda wants to tackle development challenges from an alternative perspective.
	Lessons Learned: As the USAID/Uganda Mission and other Missions globally move toward integrated approaches, the Regional Development Forum serves as a model of “doing business differently.” This approach challenges traditional program design and incorporates innovative means of stakeholder engagement and making sure that the beneficiary is the focal point. Along the journey, key lessons learned have centered around the success of empowering citizens. By including communities in identifying challenges and coming up with their own solutions, USAID/Uganda is encouraging local ownership and more sustainable approaches. Collaboration with stakeholders at the regional level to identify felt needs and analyze their root causes is a model that can be replicated worldwide. A position was created within the Mission, now held by Joe Hirsch, to ensure that this initiative was seen as a priority and given adequate internal resources. Creating synergies for partnerships by including untraditional stakeholders across various sectors is a promising practice that has emerged from this initiative. Getting local politicians, private sector investors, teachers, health care workers, and representatives from traditionally marginalized populations together to share their viewpoints and to hear what they feel are the biggest challenges in their daily lives has helped USAID/Uganda to reflect on their programming and to adaptively manage activities to better address these challenges as they are seen on the ground. This approach brings the beneficiary into the process at an earlier stage and helps them to better understand their role in their own development, and also empowers them to have a say. But the process would not be successful without flexibility. By deliberately incorporating CLA into each step of the process, relationships between USAID and IPs, and relationships between USAID and communities, has been strengthened. This approach requires a cross-sectoral team that is willing to learn as they go, and to define results in terms of collaboration and community buy-in rather than specific targets and measurements. 
	Factors: The unique structure of the initiative is both an enabler and an obstacle, in that it allows flexibility and local ownership, but also runs the risk of empowering those with the loudest voices. Internal collaboration within the USAID team and with the supporting IPs has been an integral component of the initiative’s success. This initiative is a cornerstone of the Mission's idea that cross-cutting challenges identified in the regions do not fit into traditional programmatic stovepipes but rather reflect the complexity of everyday life. The multi-sectoral team at USAID has been able to use this process to challenge their own viewpoints and to find strategic points of collaboration to positively impact their work both within this initiative and across their portfolios. Working with GAPP was also a main driver of success. GAPP understands the local context and has already identified potential leaders through their work, and their positive relationships with the community helped to foster trust in the process. The Learning Contract, another IP based in Kampala, also provided research and facilitation support that kept the process rooted in data and kept USAID/Uganda on track for validating community ideas with research to identify drivers and poise ideas for overcoming obstacles. A challenge faced by the team is ensuring that the process is inclusive in nature and not just name. Representation was an issue on the Steering Committee in the North because the group was given autonomy to decide on the process and seemed to be dominated by the louder, more political voices. The Steering Committee elected consisted of 14 men and only 1 woman, posing a development challenge for USAID to find a balance between promoting local ownership and also inserting globally recognized best practices and institutional values. The USAID/GAPP team used the after-action review to develop a plan to pitch consultation meetings with women’s and youth groups to make the process more inclusive. This reflective moment allowed the team to discuss positives and and potential roadblocks and to come up with solutions quickly to adapt the process in a timely manner. Finding a balance between local ownership and USAID principles has led to a mindshift on both ends, and many learning experiences for USAID/Uganda in identifying transformational leaders. 
	Impact 2: CLA implemented through the regional development approach has allowed USAID/Uganda to successfully support a locally-defined development agenda. By building in specific learning opportunities and points of collaboration with local universities,and stakeholders, USAID/Uganda has been able to offer research and strategic information to the Steering Committee to help them make their own decisions. By working closely with community representatives and letting them define their own broad development challenges, the team at USAID/Uganda has been able to respond to their asks and identified needs by providing resources at each step. The USAID/Uganda team has also offered support in showcasing local and international best practices and linking the group to experts and other sources of information. By incorporating  check in moments, the team has been able to contribute to the larger objective of locally-led and owned development. USAID/Uganda made the intentional decision to take a backseat and allow the Steering Committee to lead the process, but offers support to ensure that decisions are rooted in evidence and are representative of actual regional needs. A clear dividend of USAID’s facilitative approach is in the realization that local actors can manage political challenges better than teams of USAID staff - which is to say that the Steering Committee for the North has gained great traction, navigating series’ of presentations to Members of Parliament, Ministries, Departments and Agencies, and most recently, the Office of the Prime Minister. As the journey continues, the team at USAID expects that this process will lead to more sustainable initiatives that are owned and led by local counterparts. By including stakeholders at the beginning stages, both the problems and solutions are rooted in their own experiences and their voices are meaningfully incorporated into programming. We expect that local ownership will continue as the stakeholders in both the North and Southwest drive the process forward, and that solutions will evolve and become more nuanced as partnerships with local universities are strengthened. 


