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Submitter Name: 
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Summary: 

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

Pause & Reflect 

Adaptive Management 

Technical Evidence Base 

Theories of Change 

Scenario Planning 

M&E for Learning 

Internal Collaboration 

External Collaboration 

Openness 

Relationships & Networks 

Continuous Learning & 
Improvement 

Knowledge Management 

Institutional Memory 

Decision-Making 

Mission Resources 

CLA in Implementing 
Mechanisms 

https://usaidlearninglab.org/sites/default/files/resource/files/keyconcepts_twopager_8.5x11_v7_20160907.pdf


 

 
 

2. What is the general context in which the case takes place?

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



  

 4.  Describe how you used collaborating, learning, and adapting in this case.



  
 

 

 

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


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



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.
	

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

6.   What factors affected the success or otherwise of your collaborating, learning 
and adapting approach? What were the main enablers or barriers?
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	Submitter: Abra Pollock
	Organization: Social Impact
	Caption: Participants designing M/MS/OMD's results framework at a working session. 
Credit: Alessandra Barbiero, Social Impact.
	Case Title: Applying a Collaborating, Learning and Adapting Approach to USAID Operations
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	Summary: From October 2015 to March 2017, Social Impact (SI) provided technical assistance to the USAID Office of Management Services (M/MS) as well as the M/MS Overseas Management Division and their overseas counterparts, Executive Officers (EXOs), in the areas of strategic planning and change management. SI also conducted an Impact Assessment (IA) that analyzed how EXOs are responding to the operational changes introduced by the new ADS 527, "Functions of the Mission Executive Officer." Throughout this internal collaboration assignment, SI and M/MS leadership incorporated and demonstrated practices such as adaptive management, pause & reflect, and continuous learning & improvement.

This case represents a distinctive situation in which USAID/Washington operations staff (the M Bureau) collaborated with mission-based staff (EXOs) to analyze data from the IA and propose multiple strategies for adaptive management to address the changes that the policy introduces. It is an unprecedented example of CLA in the operations domain, influencing operations outcomes—which serve as the foundation for development outcomes.  
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	Impact: Because this project ended quite recently (two-and-a-half months ago), it is still a bit early to know definitively what the lasting impact will be on both EXOs and the M Bureau. However, stakeholders such as the COR and the leadership of M/MS and M/MS/OMD have reported some promising changes due to SI's strategic planning and change management facilitation, including:
• M/MS is now using a dashboard in Tableau software (one of SI’s recommendations in the change management plan) that displays metrics across all four of the Office’s divisions.
• The data in the dashboard will assist M/MS to identify cost savings opportunities—in line with the renewed interest within the Federal government in operational efficiency and cost effectiveness.
• Further, M/MS is starting to use ServiceNow (another recommendation) to document their service standards
• M/MS/OMD has made progress against their strategy action plan, such as on compiling a mission profile database, which will soon go live.
• Finally, the Office of Management Policy, Budget, and Performance (M/MPBP) is using data to decide which initiatives to focus on, although they have not yet received recommendations in order to reach a decision.

	CLA Approach: 1) Continuous Learning and Improvement: The M Bureau—particularly, M/MS and its leader, Mr. Luis Garcia—have conveyed their commitment to continuous learning and improvement by investing in the design, monitoring, and implementation of strategic plans for operations units such as M/MS/OMD.  As part of these strategic plans, the various groups (EXOs, M/MS/OMD staff, M/MS staff) will analyze data for learning and course corrections. 

2) Internal Collaboration & Adaptive Management: This case represents a distinctive situation in which USAID/Washington operations staff (the M Bureau) collaborated with mission-based staff (EXOs) to analyze data from the IA and propose multiple strategies for adaptive management to address the changes that the policy introduces.  

3) Pause & Reflect; Adaptive Management: 
- The IA provided an opportunity for both EXOs and the M Bureau to pause and reflect upon the ramifications of the new ADS policy, including how both groups could mitigate its impacts by socializing the changes widely among EXOs and their “customers”—i.e., USAID mission staff.
- Further, by engaging SI to conduct the IA, the M Bureau demonstrated its commitment to adaptive management in terms of investing in a study of how EXOs are responding to the operational changes presented by the new policy.

4) Decision-Making: As described in Question 5 (below), the M Bureau is beginning to use the data collected through its strategy for decision-making.  

	Why: M/MS leadership demonstrated their commitment to collaborating, learning, and adapting in structuring this assignment, which engaged EXOs at missions around the world and involved M/MS and M/MS/OMD staff in numerous working groups and collaborative design sessions to create the strategies and change management plans.
This design helped to address the need that stakeholders in both Washington and the field had to provide their valuable perspectives in terms of the IA, but also in designing the strategies and change management plans. In this case, CLA-oriented mechanisms and structures were used to promote constructive engagement of EXOs, provide voice to an important cadre of USAID mission personnel, and strengthen the linkage between field and HQ staff.



	Context: From October 2015 to March 2017, Social Impact (SI) provided technical assistance to the USAID Office of Management Services (M/MS) as well as the M/MS Overseas Management Division and their overseas counterparts, Executive Officers (EXOs). M/MS/OMD provides backstopping and operational support to EXOs and their staff at USAID missions worldwide. SI worked with these groups to develop updated results frameworks (RFs) and associated metrics to measure the success of their three-year operations strategies.

Part of the impetus for this assignment derived from the operational changes that EXOs have faced related to recent revisions to the Automated Directives System (ADS) 527, “Functions of the Mission Executive Officer.” Thus, upon finalizing the EXO strategy, SI conducted an Impact Assessment (IA) that analyzed how EXOs might respond to these operational changes given their intense operating environments and responsibilities. The IA examined how well EXOs are currently fulfilling their job responsibilities as laid out in ADS 527, as well as how implementation of the EXO strategy could affect EXO performance across several work dimensions. The assessment methodology incorporated both qualitative data from focus group discussions (FGDs) with EXOs and quantitative data from a USAID-administered EXO Survey. Ultimately, the IA compiled new learning and allowed EXOs and M/MS to analyze data on an important function at missions around the world.

Lastly, the SI team facilitated several working sessions with EXOs and M/MS/OMD to develop a change management plan as a tool to execute the strategies and socialize them to EXOs’ and M/MS/OMD’s various stakeholder groups.  

	Lessons Learned: Colleagues should not fear that building CLA into their work will be a resource burden, requiring learning a complicated new methodology and tremendous staff time. Many of the projects and initiatives that USAID already undertakes, programmatic or operational, incorporate components of C, L, or A, as demonstrated in this case study. In fact, collaborating, learning, and adapting already add value to problem-solving, performance improvement, results-based management, and other practices among USAID and its partners. Furthermore, CLA principles, when applied, create an environment of respect and openness amongst collaborators with a shared view towards improved performance and organizational effectiveness.
	Factors: M/MS/OMD remains committed to adapting its management to the recommendations coming out of the collaborative strategy design process. The success of this effort has drawn from the principles of openness, authenticity, and collaboration on the part of M/MS leadership and EXOs.

Currently, the division is facing a barrier in implementing some of the recommendations due to the Federal government hiring freeze.  For instance, one of the Division Chiefs cites remaining components such as developing checklists, reference sheets, and standard operating procedures as currently on pause due to staffing limitations.  
Further, some of the EXOs who had committed to advance the strategy may now need to shift to assisting the M/MS Travel and Transportation Division (TTD) because of the M/MS/TTD staff vacancies.

	Impact 2: While this case study does not directly connect to development outcomes, it is an unprecedented example of CLA in the operations domain, influencing operations outcomes—which serve as the foundation for development outcomes:  
• The project has created more purposeful and structured communication between EXOs and M/MS/OMD.
• The EXO and M/MS/OMD operations strategies helped to inform EXOs about a foundational planning tool used by technical staff within the agency—results frameworks—and by socializing ADS 527, the change management plan will help to inform technical staff about how EXOs can add value to their work, such as in Local Solutions Programming.
• The change management plans provide a roadmap to instruct their particular audiences about the practical steps required to adapt to something new, drawing from John Kotter’s change management model as well as USAID best practices in change management.  
• This experience will allow operations staff to become more receptive to CLA, because they are practicing adaptive management by implementing their change management plans.



