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Post Activity Reviews (PARS) are one of the most efficient and effective tools used to keep any project/program
relevant. There are so many changes, some planned and others unplanned, that take place from the time a project
proposal is written to the time it gets funding and throughout the lifespan of the project. It is therefore extremely
important for any project to make deliberate poses and if necessary stops, to reflect and determine whether the
project is still on course or not. Either way, it is important to reflect and acknowledge what is facilitating the project to
be on course and/or what could be derailing it.

Unless the project makes these deliberate poses and stops, it cannot really measure its relevance. Circumstances
caused by climate change, conflict and civil strife, change of governments, changes in the economy, disease
outbreak, refugee influx and others, which were not foreseen happen without warning. When this occurs, it is
absolutely necessary to stop and reflect on how the project can continue operating in the respective changing
environment. Because this environment definitely impacts on how the project is being implemented.

Even when the project/program is operating within a relatively stable environment, it is important to pose and reflect
after implementation of some activities in order to keep it focused on the agreed results. These reflection moments
also give opportunities to acknowledge innovations, adopt new ideas, build and strengthen networks, all of which
result into a lively and enriched project/program.

1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)?
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2. What is the general context in which the case takes place?

USAID is funding the Governance, Accountability, Participation and Performance (GAPP) program, which aims at
creating an enabling environment to improve service delivery in Uganda. The program is being implemented in 38
districts in Uganda, spread in the Central, Albertine, West Nile, Acholi and Lango regions. The program is also funded
by the United Kingdom Department for International Development (DFID).

The GAPP theory of change purports that: If local government systems are strengthened and non-government led
efforts are supported to improve accountability and democratic governance; service delivery will be more equitable,
effective and efficient.

Given this operating context, GAPP works to deliver on 3 key result areas which are:

Component 1: GAPP works with national bodies that are key to Uganda’s accountability systems to review
accountability regulations, strengthens organizational capacity, and supports outreaches to local governments and
civil society.

Component 2: strengthening district systems for revenue mobilization; financial management, audit, procurement; and
service delivery.

Component 3: strengthening the capacity of local civil society organizations to advocate for the interests, mobilize
members, and engage with local government.

For each activity that GAPP implements, post activity reviews are conducted to establish whether the participants
were the best suitable to participate in that activity, what went well, what needed to be improved on, lessons learnt
and agreed way forward to inform other activities. These post activity reviews are used to inform the entire program on
workable approaches that foster collaboration, learning and adaptation.

During the post activity reviews, GAPP looks out for the other partners that were involved in the activity and who
formed or provide opportunities for strategic collaborations. GAPP also looks out for some lessons that the activity
may have brought to table and how these lessons can inform other activities and in so doing become adaptations.

3. Why did you use a collaborating, learning, and adapting approach?

The CLA approach is embedded in the GAPP program. That is why it deliberately applies to all programmatic
activities at every stage of implementation. This approach is applied to draw synergies and ensure that every
stakeholder who is involved in the activity has an input in realizing the intended results of the program.

Learning is a continuous process that every development program experiences consciously or unconsciously.
However, there is an added advantage when this learning is deliberately planned for because it makes the program
live and relevant. Given the fact that programs are implemented within an ever changing environment, it is extremely
important to move with the trends and respond to the different needs that come up during program implementation.
The lessons learnt need to be applicable to better suit results thus leading to adaptations. Without the adaptations of
these lessons, a program stands the risk of becoming irrelevant or simply dying.

CLA addresses the critical need of making the program responsive to emerging needs and ensuring that synergies
are drawn together to address challenges. Without CLA a program will be static, non involving and less responsive to
development dynamics. As such it becomes increasingly difficult to measure impact and where it is, to attribute it.
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4. Describe how you used collaborating, learning, and adapting in this case.

When carrying out post activity reviews a number of CLA sub components are applied. No sub component is
applied in isolation, rather they are considered in a complimentary manner.

Pause and reflect: This is extremely important during implementation of the entire program. Given that there are
various stakeholders at different levels, all of them impacting on the results of the program, we take moments to do
periodic reviews - to pause and reflect. These pauses and reflections give room to weigh progress of the program in
terms of the collaborations involved, the innovations coming out in form of lessons and whether the adaptations
being made are really moving the program towards its goals.

Theories of Change: This is a key guiding statement during the pause and reflection sessions. The GAPP theory of

change is often referred to, to see if the collaborations being made provide room for meaningful interaction that yield
lessons and the necessary adaptations. Reflecting on the theory of change vis-a-vis where the program is being led
gives room for remaining focused and/or re-strategizing where the need arises.

External Collaboration: Considering that GAPP is working towards creating an enabling environment for improved
service delivery, a number of its key stakeholders are external. The program works with the Ministry of Local
Government and other line ministries to create this enabling environment. A lot of what GAPP does is determined by
external factors and players. For example in strengthening local government system, the program does not
introduce new systems. Rather, it works to strengthen the existing systems, as spelt out in the theory of change.
When working towards strengthening both government and non government systems, the GAPP program simply
must collaborate with both the initiators of these systems, the implementors and the beneficiaries - most of whom
are external.

Continuous learning and Improvement: An organization that does not learn is a dead organization. Thus, at every
stage of implementation, there is an element of learning. This is especially in activities that are not complete on their
own. For example within the GAPP program, there are annual learning platforms organized, specifically for learning
purposes. These platforms bring together various stakeholders who the program has interacted with, these
stakeholders pause and reflect on their work and the GAPP theory of change and share their experiences. In so
dong, there is a lot of knowledge sharing and learning that improves program implementation of not only the GAPP
program but the participating stakeholders.

CLA in Implementing Mechanisms: CLA is carefully embedded into the implementing mechanisms of the program. It
is highly operational and programatic. As activities are being implemented, CLA is an integral part of these activities,
giving room for deliberate collaborations, learnings and adaptations.

CLA is so embedded within program implementation that it flows naturally and blends in easily. Apart from the CLA
Team that deliberately programs collaborations, Learnings and Adaptations the rest of the teams embrace the
approaches unconsciously because it is within their activities. CLA has become an integral part of the activities so
much so that even before an activity ends, teams are able to ask learning questions and when they discover that the
answers are not there or are not satisfactory, they change approaches as the activity is going on. This is a high level
of CLA maturity in a program. For example a recent activity that was serialized to cover a wide area in leagues, saw
changes being adapted at each league until the teams were convinced that they were doing the right thing. The
learning process had been continuous all through and the necessary adaptations made accordingly.



5a. Organizational Impact: What impact, if any, has collaborating, learning, and adapting
had on your team, mission or organization?

CLA has had a very deep impact on the GAPP program especially in terms of planning and implementation of
activities for the program. The program has a CLA unit that is responsible for organizing post activity reviews that
focus on activities and annual program reviews which look at the general performance of the program. During these
review sessions, the CLA Team takes lead in identifying areas where collaborations worked well and where
challenges were observed. The team also takes lead in sharing the lessons learnt during program implementation
and how these lessons are being transformed into adaptations.

The GAPP program has been able to drop some activities that had earlier been brought on board after realizing that
the collaborations were simply not delivering on intended results. During implementation of activities, a deliberate
effort is made to share evaluation forms with participants to capture their thoughts about various aspects of the
activity including relevance, mode of delivery, prior knowledge about the topics, and where improvement is deemed
necessary. These evaluation forms are analyzed and interpreted and always inform how to implement the next
activity.

This has been instrumental in designing and sometimes redesigning implementation methods, defining roles of key
players, unpacking expected results, repackaging information and deciding on which methodologies best suit
particular audiences. For example one of the methodologies that the program has adopted for mentoring
accountability bodies at the district levels is to support the accountability committees of parliament to conduct their
business in the districts. This enables the members of these district based accountability bodies to experience
hands-on how they are supposed to conduct business. In so doing, the program is kept on the right course and
readily embraces change.

5b. Development Results: What impact, if any, has CLA had on your development outcomes?

A major impact that CLA has had on GAPP’s development outcomes has been an increase of civic engagements
which has resulted into improvements in service delivery. Through the Voice and Accountability component, GAPP
has been able to work with civil society organizations to amplify the voices of citizens demanding for better services.
indeed there have been registered improvements in the health sector where some health facilities are now equipped
with trained health personnel, medical equipment that is used in theaters, have registered an improvement in drug
stock, children have better learning facilities, local governments have increased on their locally mobilized revenue,
councilors have been trained on their roles and functions and are deliberating better.

By GAPP making a deliberate effort to embed CLA in all activities, this has helped to consolidate efforts geared
towards improved service delivery. No single activity has been able to boast of results on its own. The synergies are
there and there are deliverables which are resulting from deliberate CLA interventions.

The increase in civic engagements, for example, has resulted from the support extended to CSOs in form of
trainings, awarding them grants to carry out their mandates, and giving technical assistance in developing position
papers which they later use as advocacy tools to engage with their leaders to deliberate on improving government
social services.

When this support is being extended, it involves making strategic collaborations, learning from efforts of other
development partners and adapting best practices for civic engagements that others have shared. in the process of
doing all this, a lot of impact is created.



6. What factors affected the success or otherwise of your collaborating, learning
and adapting approach? What were the main enablers or barriers?

One of the key factors was having a deliberate CLA unit within the GAPP program. The unit comprises staff who do
monitoring and evaluation and staff on the knowledge management portfolio. This CLA team has developed tools
that are used in monitoring, evaluating, reporting, and documenting change.

The unit is headed by the Monitoring and Evaluation Manager who is highly systematic in his work and invests a lot
of time in studying documents and reports. He understands the GAPP program properly, the indicators which the
program should report against and the expected results.

This team leader is passionate about his work and has the zeal to see that CLA works. As such, he is always
encouraging his team to read and study documents, to be on top of things and to be innovative.

The team has some degree of autonomy that allows it to organize learning events, informed by learning questions
to either bring everyone on board or to dismantle a particular activity design that, given some foresight, does not
seem to create the necessary impact.

One of the barriers is that although the CLA unit of the GAPP program has documented a number of cases, these
cases remain minimumly shared. The works remain largely internal, limiting opportunities for many to ask the
guestion: how did you do it? And because of this, innovation is suffocated, lessons begin to go undocumented,
adaptations are largely internal and by the time the information leaks out, it has been overtaken by events and it is,
to say the least, irrelevant.

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

A collaborating, learning and adapting approach is one way of keeping the program alive. This is because this
approach is in itself alive. Collaboration is a continuous thing, or at least it leads to relationships that do not die fast.
As one continues to collaborate either internally or externally, one will find that there are always things that the
other parties are doing which you are not doing and which would help you to achieve bigger results without working
too hard.

When it comes to learning, there is no end to it. It is even more fun when this learning is deliberate because it
shows that one is open to change. And today the changing times are moving so fast that unless one moves along,
he is left behind doing things the archaic, primitive way which is not only time consuming but equally very labour
intensive with little impact.

| strongly advise colleagues to adapt this approach. In the process of implementing a diverse program like the
GAPP program, where stakeholders are many, key results are equally many and there is a time frame within which
to deliver on this program, | would strongly advise a CLA approach. this approach will allow one to be more
organized, map out collaborative stakeholders, do an adaptive plan and learn to work with the very people that you
want to benefit from the program and who appreciate the work being done.

Many organizations are using CLA without knowing it. When it is applied knowingly it becomes more fun and easier
to embrace.

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, International Resources Group, a subsidiary of RTI.



	Blank Page
	Blank Page
	Blank Page

	Submitter: Esther Banyenzaki Kalanzi
	Organization: RTI International
	Caption: Mark Meassick, then Mission Director USAID/Uganda, addressing teams after carrying out a portfolio review of  USAID funded projects in Uganda. Esther B. Kalanzi, GAPP Program 
	Case Title: Post Activity Reviews: A Means to Ensuring Impactful Development Interventions
	Image_af_image: 
	Summary: Post Activity Reviews (PARs) are one of the most efficient and effective tools used to keep any project/program relevant. There are so many changes, some planned and others unplanned, that take place from the time a project proposal is written to the time it gets funding and throughout the lifespan of the project. It is therefore extremely important for any project to make deliberate poses and if necessary stops, to reflect and determine whether the project is still on course or not. Either way, it is important to reflect and acknowledge what is facilitating the project to be on course and/or what could be derailing it.

Unless the project makes these deliberate poses and stops, it cannot really measure its relevance. Circumstances caused by climate change, conflict and civil strife, change of governments, changes in the economy, disease outbreak, refugee influx and others, which were not foreseen happen without warning. When this occurs, it is absolutely necessary to stop and reflect on how the project can continue operating in the respective changing environment. Because this environment definitely impacts on how the project is being implemented.

Even when the project/program is operating within a relatively stable environment, it is important to pose and reflect after implementation of some activities in order to keep it focused on the agreed results. These reflection moments also give opportunities to acknowledge innovations, adopt new ideas, build and strengthen networks, all of which result into a lively and enriched project/program.

	Subcomponent1: Yes
	Subcomponent2: Off
	Subcomponent3: Off
	Subcomponent4: Yes
	Subcomponent5: Off
	Subcomponent6: Off
	Subcomponent7: Off
	Subcomponent8: Yes
	Subcomponent9: Off
	Subcomponent10: Off
	Subcomponent11: Yes
	Subcomponent12: Off
	Subcomponent13: Off
	Subcomponent14: Off
	Subcomponent15: Off
	Subcomponent16: Yes
	Impact: CLA has had a very deep impact on the GAPP program especially in terms of planning and implementation of activities for the program. The program has a CLA unit that is responsible for organizing post activity reviews that focus on activities and annual program reviews which look at the general performance of the program. During these review sessions, the CLA Team takes lead in identifying areas where collaborations worked well and where challenges were observed. The team also takes lead in sharing the lessons learnt during program implementation and how these lessons are being transformed into adaptations. 

The GAPP program has been able to drop some activities that had earlier been brought on board after realizing that the collaborations were simply not delivering on intended results. During implementation of activities, a deliberate effort is made to share evaluation forms with participants to capture their thoughts about various aspects of the activity including relevance, mode of delivery, prior knowledge about the topics, and where improvement is deemed necessary. These evaluation forms are analyzed and interpreted and always inform how to implement the next activity.

This has been instrumental in designing and sometimes redesigning implementation methods, defining roles of key players, unpacking expected results, repackaging information and deciding on which methodologies best suit particular audiences. For example one of the methodologies that the program has adopted for mentoring accountability bodies at the district levels is to support the accountability committees of parliament to conduct their business in the districts. This enables the members of these district based accountability bodies to experience hands-on how they are supposed to conduct business. In so doing, the program is kept on the right course and readily embraces change.

	CLA Approach: When carrying out post activity reviews a number of CLA sub components are applied. No sub component is applied in isolation, rather they are considered in a complimentary manner.

Pause and reflect: This is extremely important during implementation of the entire program. Given that there are various stakeholders at different levels, all of them impacting on the results of the program, we take moments to do periodic reviews - to pause and reflect. These pauses and reflections give room to weigh progress of the program in terms of the collaborations involved, the innovations coming out in form of lessons and whether the adaptations being made are really moving the program towards its goals.

Theories of Change: This is a key guiding statement during the pause and reflection sessions. The GAPP theory of change is often referred to, to see if the collaborations being made provide room for meaningful interaction that yield lessons and the necessary adaptations. Reflecting on the theory of change vis-a-vis where the program is being led gives room for remaining focused and/or re-strategizing where the need arises.
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Continuous learning and Improvement: An organization that does not learn is a dead organization. Thus, at every stage of implementation, there is an element of learning. This is especially in activities that are not complete on their own. For example within the GAPP program, there are annual learning platforms organized, specifically for learning purposes. These platforms bring together various stakeholders who the program has interacted with, these stakeholders pause and reflect on their work and the GAPP theory of change and share their experiences. In so dong, there is a lot of knowledge sharing and learning that improves program implementation of not only the GAPP program but the participating stakeholders.

CLA in Implementing Mechanisms: CLA is carefully embedded into the implementing mechanisms of the program. It is highly operational and programatic. As activities are being implemented, CLA is an integral part of these activities, giving room for deliberate collaborations, learnings and adaptations.

CLA is so embedded within program implementation that it flows naturally and blends in easily. Apart from the CLA Team that deliberately programs collaborations, Learnings and Adaptations the rest of the teams embrace the approaches unconsciously because it is within their activities. CLA has become an integral part of the activities so much so that even before an activity ends, teams are able to ask learning questions and when they discover that the answers are not there or are not satisfactory, they change approaches as the activity is going on. This is a high level of CLA maturity in a program. For example a recent activity that was serialized to cover a wide area in leagues, saw changes being adapted at each league until the teams were convinced that they were doing the right thing. The learning process had been continuous all through and the necessary adaptations made accordingly.

	Why: The CLA approach is embedded in the GAPP program. That is why it deliberately applies to all programmatic activities at every stage of implementation. This approach is applied to draw synergies and ensure that every stakeholder who is involved in the activity has an input in realizing the intended results of the program. 

Learning is a continuous process that every development program experiences consciously or unconsciously. However, there is an added advantage when this learning is deliberately planned for because it makes the program live and relevant. Given the fact that programs are implemented within an ever changing environment, it is extremely important to move with the trends and respond to the different needs that come up during program implementation.
The lessons learnt need to be applicable to better suit results thus leading to adaptations. Without the adaptations of these lessons, a program stands the risk of becoming irrelevant or simply dying.

CLA addresses the critical need of making the program responsive to emerging needs and ensuring that synergies are drawn together to address challenges. Without CLA a program will be static, non involving and less responsive to development dynamics. As such it becomes increasingly difficult to measure impact and where it is, to attribute it.

	Context: USAID is funding the Governance, Accountability, Participation and Performance (GAPP) program, which aims at creating an enabling environment to improve service delivery in Uganda. The program is being implemented in 38 districts in Uganda, spread in the Central, Albertine, West Nile, Acholi and Lango regions. The program is also funded by the United Kingdom Department for International Development (DFID).

The GAPP theory of change purports that: If local government systems are strengthened and non-government led efforts are supported to improve accountability and democratic governance; service delivery will be more equitable, effective and efficient.

Given this operating context, GAPP works to deliver on 3 key result areas which are:
Component 1: GAPP works with national bodies that are key to Uganda’s accountability systems to review accountability regulations, strengthens organizational capacity, and supports outreaches to local governments and civil society. 

Component 2: strengthening district systems for revenue mobilization; financial management, audit, procurement; and service delivery.

Component 3: strengthening the capacity of local civil society organizations to advocate for the interests, mobilize members, and engage with local government.

For each activity that GAPP implements, post activity reviews are conducted to establish whether the participants were the best suitable to participate in that activity, what went well, what needed to be improved on, lessons learnt and agreed way forward to inform other activities. These post activity reviews are used to inform the entire program on workable approaches that foster collaboration, learning and adaptation.

During the post activity reviews, GAPP looks out for the other partners that were involved in the activity and who formed or provide opportunities for strategic collaborations. GAPP also looks out for some lessons that the activity may have brought to table and how these lessons can inform other activities and in so doing become adaptations.

	Lessons Learned: A collaborating, learning and adapting approach is one way of keeping the program alive. This is because this approach is in itself alive. Collaboration is a continuous thing, or at least it leads to relationships that do not die fast. As one continues to collaborate either internally or externally, one will find that there are always things that the other parties are doing which you are not doing and which would help you to achieve bigger results without working too hard.

When it comes to learning, there is no end to it. It is even more fun when this learning is deliberate because it shows that one is open to change. And today the changing times are moving so fast that unless one moves along, he is left behind doing things the archaic, primitive way which is not only time consuming but equally very labour intensive with little impact.

I strongly advise colleagues to adapt this approach. In the process of implementing a diverse program like the GAPP program, where stakeholders are many, key results are equally many and there is a time frame within which to deliver on this program, I would strongly advise a CLA approach. this approach will allow one to be more organized, map out collaborative stakeholders, do an adaptive plan and learn to work with the very people that you want to benefit from the program and who appreciate the work being done.

Many organizations are using CLA without knowing it. When it is applied knowingly it becomes more fun and easier to embrace.

	Factors: One of the key factors was having a deliberate CLA unit within the GAPP program. The unit comprises staff who do monitoring and evaluation and staff on the knowledge management portfolio. This CLA team has developed tools that are used in monitoring, evaluating, reporting, and documenting change. 

The unit is headed by the Monitoring and Evaluation Manager who is highly systematic in his work and invests a lot of time in studying documents and reports. He understands the GAPP program properly, the indicators which the program should report against and the expected results. 

This team leader is passionate about his work and has the zeal to see that CLA works. As such, he is always encouraging his team to read and study documents, to be on top of things and to be innovative. 

The team has some degree of autonomy that allows it to organize learning events, informed by learning questions to either bring everyone on board or to dismantle a particular activity design that, given some foresight, does not seem to create the necessary impact.

One of the barriers is that although the CLA unit of the GAPP program has documented a number of cases, these cases remain minimumly shared. The works remain largely internal, limiting opportunities for many to ask the question: how did you do it? And because of this, innovation is suffocated, lessons begin to go undocumented, adaptations are largely internal and by the time the information leaks out, it has been overtaken by events and it is, to say the least, irrelevant. 

	Impact 2: A major impact that CLA has had on GAPP’s development outcomes has been an increase of civic engagements which has resulted into improvements in service delivery. Through the Voice and Accountability component, GAPP has been able to work with civil society organizations to amplify the voices of citizens demanding for better services.
indeed there have been registered improvements in the health sector where some health facilities are now equipped with trained health personnel, medical equipment that is used in theaters, have registered an improvement in drug stock, children have better learning facilities, local governments have increased on their locally mobilized revenue, councilors have been trained on their roles and functions and are deliberating better.

By GAPP making a deliberate effort to embed CLA in all activities, this has helped to consolidate efforts geared towards improved service delivery. No single activity has been able to boast of results on its own. The synergies are there and there are deliverables which are resulting from deliberate CLA interventions.

The increase in civic engagements, for example, has resulted from the support extended to CSOs in form of trainings, awarding them grants to carry out their mandates, and giving technical assistance in developing position papers which they later use as advocacy tools to engage with their leaders to deliberate on improving government social services.

When this support is being extended, it involves making strategic collaborations, learning from efforts of other development partners and adapting best practices for civic engagements that others have shared. in the process of doing all this, a lot of impact is created.



