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Summary:

This is a story how USAID/BiH embarked on the exciting journey of trying to implement Local Works in its programs.
The cross-cutting effort involved employees and partners from different offices and countries using various tools to
design a holistic initiative with multiple activities. However, one of the biggest hurdles we faced was creating a
common MEL plan indicators' framework for our five Local Works activities.

The decision to use the CLA framework and its various elements came natural to us. Sometimes willingly and
sometimes unwillingly, we already realized we implemented CLA in our previous work. Being faced with a task as
complex as this one, we knew that CLA would strongly improve overall process. In doing so, we knew that only using
one subcomponent would not be sufficient, thus we decided to have a myriad of them to guide us through the
creation of MEL plans.

While it is too early to tell at this stage, we are certain that the quality of our MEL plans will lead to better monitoring
and evaluation processes, it will allow us to learn from the progress we are making, or lack of it, and hopefully it will
lead to better outcomes for USAID, our partners and all other stakeholders.

Think about which subcomponents of the Collaborating, Learning & Adapting (CLA) Framework
are most reflected in your case so that you can reference them in your submission:

¢ Internal Collaboration e Openness

e External Collaboration Relationships & Networks

e Technical Evidence Base e Continuous Learning & Improvement

e Theories of Change e Knowledge Management
e Scenario Planning ¢ Institutional Memory

e M&E for Learning e Decision-Making

e Pause & Reflect e Mission Resources

e Adaptive Management e CLA in Implementing Mechanisms



1. 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?

In recent years, USAID/BiH embarked on the exciting journey of trying to implement Local Works in its programs. The
cross-cutting effort involved employees from different offices using various tools to design a wholesome initiative with
multiple activities. In the end, the USAID/BiH Local Works team successfully designed five activities which were all
awarded in August 2020.

These individual activities were meant to form a holistic and encompassing Local Works constellation in-country,
ultimately aiming to support BiH on its journey to self-reliance while advancing locally-led development. In the center
of this constellation are two activities where Local Resource Organizations (LROs) intend to mobilize resources in
their communities by engaging a wide number of organizations in addressing local challenges. The third activity is
meant to improve the legal framework of philanthropy in BiH, thus enabling the philanthropy ecosystem to thrive and
supporting others along the way. The last two activities are focused on developing the capacity and the overall
network of all those involved in this constellation.

While the process of designing, procuring, awarding and managing these activities with our Implementing Partners
(IPs) is not without challenges, the biggest hurdle USAID/BiH faced was the creation of a unified, yet individual set of
MEL plans.

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

To offer an honest and simple answer: we used the CLA approach because it perfectly encapsulates what Local
Works is and how we at USAID/BiH are implementing it.

Local Works, both as a concept and as a development mechanism, heavily focuses on numerous CLA approaches.
CLA is not merely an idea which is worth being explored, it's an idea which needs to be fully incorporated if the goals
of our Local Works programming is to be accomplished.

As we discussed several times within our USAID/BiH Local Works team, true initiatives are never purely manifested
with the top-down or the bottom-up approach. Instead, they require joint efforts of the Mission leadership through its
drive and support, and other employees who, as the backbone, are in charge of fully implementing these new
initiatives. CLA was thus both encouraged and implementable from the start. Investing time, human and other
resources into CLA practices did not and does not hinder the progress of our work. On the contrary, it enriches it and
makes the results seem more tangible.

Last, but not least, CLA practices can be and are incorporated from the start of an activity design to actually managing
the activity.

Regarding specific CLA approaches, we used the following: internal and external collaboration, theories of change,
M&E for learning, pause and reflect, adaptive management, openness, relationships and networks, continuous
learning and improvement, knowledge management, institutional memory and decision-making.



3. 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.

By August 2020, all activities were awarded. Since they are interconnected and some of their programmatic areas
overlap, we knew that we would need to have numerous conversations about how best to implement them. This
also included the creation of MEL plans.

We began with internal collaboration. In August 2020, our USAID/BiH Local Works team, comprised of Agreement
Officer's Representatives (AORs) and colleagues from other offices, sat together in order to create a timeline of
activities. We reached out to our Local Works colleagues in Washington, D.C., who helped us plan the future
facilitation. In addition to the post-award meeting, which always occurs when the activity is awarded and is meant to
familiarize our partners with basic USAID processes, we also planned to have two additional meetings with our
Implementing Partners. The first one was scheduled for September 2020 and it included AORs and Chiefs of
Parties (COPs) of Local Works activities. During this one-day meeting, we fully utilized external collaboration by
jointly setting the ground rules with our IPs, created an open space where our IPs can learn more about each others'
activities and planned ahead on how we can continue to collaborate.

Working internally within the USAID/BiH Mission and our colleagues from Washington, D.C., we planned the
agenda for the two-day workshop for our IPs which was to be held in October, 2020. This workshop intended to
build a shared understanding of Local Works and how it advances the Journey to Self-Reliance, build a shared
understanding of the role of each partner, uniquely and as members of a larger Local Works program in BiH,
develop norms for cooperation and communication among partners, establish a common understanding of branding
and marking requirements, and finally, to establish common measures of success for monitoring, evaluation and
learning (MEL).

After the workshop, each AOR was meant to engage in an external collaboration with their IP for specific activities in
order to create the MEL plan. We originally thought this would be a relatively straight-forward process, but we were
wrong. With five activities at hand, it was challenging to design a common framework of indicators which could be
used across our Local Works program. That is why we needed to adapt. We first paused and reflected on our
original timeline and realized we need to involve numerous stakeholders so that MEL plans can be fully created. By
utilizing adaptive management, we came up with a single process for each MEL plan: every AOR would directly
communicate their IP in order to come up with draft indicators. This process would be monitored by MEASURE I, a
USAID/BiH Implementing Partners that is, among other activities, tasked with supporting our IPs in tracking their
MEL plans. When the first set of draft indicators were established, all AORs convened with the USAID/BiH MEL
Specialist and MEASURE Il. We also involved our colleagues and MEL specialists from Washington D.C.

Our partners self-organized to create the MEL plans and to implement the MEL plans. We tested numerous theories
of change, how they impact our activities and what we can learn from them. We enhanced this process by tapping
directly into our knowledge base and sharing it among ourselves and our partners. Since USAID/BiH employs many
FSNs who have worked for the Mission for at least 20 years, we benefited from their insight and our overall
institutional memory when designing these MEL plans. With many decisions being made over the course of a half a
year by everyone involved, and with a high degree of autonomy and collaboration, we defined a list of 10 unified
indicators which can be attributed to individual activities based on their goals and purposes. The last MEL plan was
finally approved in April 2021.

USAID/BiH Local Works revolves around partnerships where everyone has the freedom to voice their informed
opinions for the benefit of better programming. Throughout this process, we cherished the basic principle of
openness and we welcomed our partners to freely express their views, even if they were diametrically opposed to
USAID/BiH. What we tried to accomplish in this process of building trusting relationships was that there was not "us"
and "them", everyone was simply "us".



4. 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?

While it is too early to tell how CLA affected our team, everyone involved will agree that it made us more open. This

process will inevitably push USAID/BiH to move up the scale of the locally-led development processes and create a
more collaborative environment when working with our partners.

5. 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?

This is too early to tell. However, based on this process, we are certain that the quality of our MEL plans will lead to
better monitoring and evaluation processes, it will allow us to learn from the progress we are making, or lack of it,
and hopefully it will lead to better outcomes for USAID, our partners and all other stakeholders.



6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

The biggest enabler was the openness of everyone involved. As it was stated before, both the Mission leadership
and AORs were keen to explore ways in how we can make our work better aligned with CLA principles. Openness,
coupled with expertise, made this process rich in content and form. What further supported us was ample time,
since we were not obliged to follow a strict timeline.

The biggest hurdle we faced along the way was the complexity of the process, and this is an understatement.
Working internally with USAID/BiH staff and D.C. staff, collaborating with five partners and trying to come up with a
list of indicators for activities which, as much as they are alike, are completely different, was extremely challenging.
What to measure, how to measure it, how often to it, and the most important of all: why to measure it? We originally
underestimated the process, believing it would be simply accomplished, however, the reality was vividly different.
This, however, created a very strong and solid foundation for our future and similar work we may be faced with. In
addition to these five current Local Works activities in BiH, USAID/BiH plans to award two more. With the already
created list of indicators, we can almost effortlessly support our future Local Works partners in making their goals
and purpose more tangible and easier to track.

7. ’Was your CLA approach prompted by a response to the COVID-19 pandemic?1 If so, how?

Our CLA approach was not prompted by a response to the COVID-19 pandemic. However, it did impact the way we
communicate with our Implementing Partners, which also had repercussions on how we designed our MEL plans.
This was mainly us having to communicate virtually through interactive meetings and workshops, since we were not
able to convene in person.

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


https://www.usaid.gov/selfreliance

	Case Title: 

	Submitter: Haris Kusmic
	Organization: USAID/Bosnia and Herzegovina
	Caption: A visual used by the USAID/BiH Local Works Pilot Activity. It shows two wheels comprised of numerous people, exemplifying the essence that   
the effort of many keep the wheels turning. 
Credit: USAID/Bosnia and Herzegovina.
	Case Title: A Constellation of Stars with Purpose, or How to Navigate the MEL Maze
	Image_af_image: 
	Summary: This is a story how USAID/BiH embarked on the exciting journey of trying to implement Local Works in its programs. The cross-cutting effort involved employees and partners from different offices and countries using various tools to design a holistic initiative with multiple activities. However, one of the biggest hurdles we faced was creating a common MEL plan indicators' framework for our five Local Works activities. 

The decision to use the CLA framework and its various elements came natural to us. Sometimes willingly and sometimes unwillingly, we already realized we implemented CLA in our previous work. Being faced with a task as complex as this one, we knew that CLA would strongly improve overall process. In doing so, we knew that only using one subcomponent would not be sufficient, thus we decided to have a myriad of them to guide us through the creation of MEL plans. 

While it is too early to tell at this stage, we are certain that the quality of our MEL plans will lead to better monitoring and evaluation processes, it will allow us to learn from the progress we are making, or lack of it, and hopefully it will lead to better outcomes for USAID, our partners and all other stakeholders. 
	Impact: While it is too early to tell how CLA affected our team, everyone involved will agree that it made us more open. This process will inevitably push USAID/BiH to move up the scale of the locally-led development processes and create a more collaborative environment when working with our partners. 
	Why: To offer an honest and simple answer: we used the CLA approach because it perfectly encapsulates what Local Works is and how we at USAID/BiH are implementing it.

Local Works, both as a concept and as a development mechanism, heavily focuses on numerous CLA approaches. CLA is not merely an idea which is worth being explored, it's an idea which needs to be fully incorporated if the goals of our Local Works programming is to be accomplished. 

As we discussed several times within our USAID/BiH Local Works team, true initiatives are never purely manifested with the top-down or the bottom-up approach. Instead, they require joint efforts of the Mission leadership through its drive and support, and other employees who, as the backbone, are in charge of fully implementing these new initiatives. CLA was thus both encouraged and implementable from the start. Investing time, human and other resources into CLA practices did not and does not hinder the progress of our work. On the contrary, it enriches it and makes the results seem more tangible.

Last, but not least, CLA practices can be and are incorporated from the start of an activity design to actually managing the activity. 

Regarding specific CLA approaches, we used the following: internal and external collaboration, theories of change, M&E for learning, pause and reflect, adaptive management, openness, relationships and networks, continuous learning and improvement, knowledge management, institutional memory and decision-making.

	Lessons Learned: Our CLA approach was not prompted by a response to the COVID-19 pandemic. However, it did impact the way we communicate with our Implementing Partners, which also had repercussions on how we designed our MEL plans. This was mainly us having to communicate virtually through interactive meetings and workshops, since we were not able to convene in person.  

	Factors: The biggest enabler was the openness of everyone involved. As it was stated before, both the Mission leadership and AORs were keen to explore ways in how we can make our work better aligned with CLA principles. Openness, coupled with expertise, made this process rich in content and form. What further supported us was ample time, since we were not obliged to follow a strict timeline.

The biggest hurdle we faced along the way was the complexity of the process, and this is an understatement. Working internally with USAID/BiH staff and D.C. staff, collaborating with five partners and trying to come up with a list of indicators for activities which, as much as they are alike, are completely different, was extremely challenging. What to measure, how to measure it, how often to it, and the most important of all: why to measure it? We originally underestimated the process, believing it would be simply accomplished, however, the reality was vividly different. This, however, created a very strong and solid foundation for our future and similar work we may be faced with. In addition to these five current Local Works activities in BiH, USAID/BiH plans to award two more. With the already created list of indicators, we can almost effortlessly support our future Local Works partners in making their goals and purpose more tangible and easier to track.  
	CLA Approach: By August 2020, all activities were awarded. Since they are interconnected and some of their programmatic areas overlap, we knew that we would need to have numerous conversations about how best to implement them. This also included the creation of MEL plans.

We began with internal collaboration. In August 2020, our USAID/BiH Local Works team, comprised of Agreement Officer's Representatives (AORs) and colleagues from other offices, sat together in order to create a timeline of activities. We reached out to our Local Works colleagues in Washington, D.C., who helped us plan the future facilitation. In addition to the post-award meeting, which always occurs when the activity is awarded and is meant to familiarize our partners with basic USAID processes, we also planned to have two additional meetings with our Implementing Partners. The first one was scheduled for September 2020 and it included AORs and Chiefs of Parties (COPs) of Local Works activities. During this one-day meeting, we fully utilized external collaboration by jointly setting the ground rules with our IPs, created an open space where our IPs can learn more about each others' activities and planned ahead on how we can continue to collaborate.

Working internally within the USAID/BiH Mission and our colleagues from Washington, D.C., we planned the agenda for the two-day workshop for our IPs which was to be held in October, 2020. This workshop intended to build a shared understanding of Local Works and how it advances the Journey to Self-Reliance, build a shared understanding of the role of each partner, uniquely and as members of a larger Local Works program in BiH, develop norms for cooperation and communication among partners, establish a common understanding of branding and marking requirements, and finally, to establish common measures of success for monitoring, evaluation and learning (MEL).

After the workshop, each AOR was meant to engage in an external collaboration with their IP for specific activities in order to create the MEL plan. We originally thought this would be a relatively straight-forward process, but we were wrong. With five activities at hand, it was challenging to design a common framework of indicators which could be used across our Local Works program. That is why we needed to adapt. We first paused and reflected on our original timeline and realized we need to involve numerous stakeholders so that MEL plans can be fully created. By utilizing adaptive management, we came up with a single process for each MEL plan: every AOR would directly communicate their IP in order to come up with draft indicators. This process would be monitored by MEASURE II, a USAID/BiH Implementing Partners that is, among other activities, tasked with supporting our IPs in tracking their MEL plans. When the first set of draft indicators were established, all AORs convened with the USAID/BiH MEL Specialist and MEASURE II. We also involved our colleagues and MEL specialists from Washington D.C. 

Our partners self-organized to create the MEL plans and to implement the MEL plans. We tested numerous theories of change, how they impact our activities and what we can learn from them. We enhanced this process by tapping directly into our knowledge base and sharing it among ourselves and our partners. Since USAID/BiH employs many FSNs who have worked for the Mission for at least 20 years, we benefited from their insight and our overall institutional memory when designing these MEL plans. With many decisions being made over the course of a half a year by everyone involved, and with a high degree of autonomy and collaboration, we defined a list of 10 unified indicators which can be attributed to individual activities based on their goals and purposes. The last MEL plan was finally approved in April 2021.

USAID/BiH Local Works revolves around partnerships where everyone has the freedom to voice their informed opinions for the benefit of better programming. Throughout this process, we cherished the basic principle of openness and we welcomed our partners to freely express their views, even if they were diametrically opposed to USAID/BiH. What we tried to accomplish in this process of building trusting relationships was that there was not "us" and "them", everyone was simply "us". 
	Context: In recent years, USAID/BiH embarked on the exciting journey of trying to implement Local Works in its programs. The cross-cutting effort involved employees from different offices using various tools to design a wholesome initiative with multiple activities. In the end, the USAID/BiH Local Works team successfully designed five activities which were all awarded in August 2020. 

These individual activities were meant to form a holistic and encompassing Local Works constellation in-country, ultimately aiming to support BiH on its journey to self-reliance while advancing locally-led development. In the center of this constellation are two activities where Local Resource Organizations (LROs) intend to mobilize resources in their communities by engaging a wide number of organizations in addressing local challenges. The third activity is meant to improve the legal framework of philanthropy in BiH, thus enabling the philanthropy ecosystem to thrive and supporting others along the way. The last two activities are focused on developing the capacity and the overall network of all those involved in this constellation.

While the process of designing, procuring, awarding and managing these activities with our Implementing Partners (IPs) is not without challenges, the biggest hurdle USAID/BiH faced was the creation of a unified, yet individual set of MEL plans. 
	Impact 2: This is too early to tell. However, based on this process, we are certain that the quality of our MEL plans will lead to better monitoring and evaluation processes, it will allow us to learn from the progress we are making, or lack of it, and hopefully it will lead to better outcomes for USAID, our partners and all other stakeholders. 


