
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

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 

• 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 



 

 
 

 

    
  

 

    
  

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? 

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



  

    
  

   
  

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. 



  
 

 

 

  

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? 

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? 



  

 

  

 

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

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

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: Michelle Adams Matson and Andrew Dicello, MSI
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	Caption: USAID/Mozambique's new CDCS incorporates reimagined scenario-based planning approach
Credit: USAID/Mozambique
	Case Title: Reimagining Scenario-Based Planning in Mozambique
	Image_af_image: 
	Summary: The global landscape is changing at a rapid pace.  As a result, the need for adaptive planning has become more important than ever.  However, given the scale and magnitude of an unprecedented health crisis like COVID-19, it remains impossible to try to predict with precision all the potential effects of the pandemic on development programming.  In Mozambique, the complexity of the situation is compounded by a number of other potential game-changers that could affect the country’s trajectory in positive or negative ways.  

Given the myriad of scenarios that could occur and the resultant complexity, we reimagined scenario-based planning as a tool to test how the Country Development Cooperation Strategy (CDCS) could expand, contract, and shift in relation to a changing context and more fully understand possible USAID strategic (and integrated) responses.

We used a participatory approach that leveraged outside perspectives, expertise from USAID’s Policy, Planning and Learning Office (PPL), and a cross-cutting group of Mission staff. Participants developed best and worst-case scenarios for the highest priority factors and risks that could impact the CDCS and explored strategic responses and potential shifts in programming. The final step was documenting the scenarios and responses in the CDCS.

There were several notable benefits of the reimagined scenario planning. They include a shared understanding of major risks and critical assumptions that underly the CDCS, a formalized framework for assessing trends in the environment, and increased staff capacity to strategically adapt programming based on changing contextual factors.

	Impact: This new scenario-based planning model created a shared understanding of major risks and critical assumptions that underly the CDCS.  The benefit was that cross-sectoral technical teams were able to consider more integrated approaches for addressing potential changes in the environment.  Teams worked together on identifying scenarios and potential responses in advance, which set a precedent for how this could be done in the future.  This process highlighted the importance of considering changes in context and solutions from a cross-sectoral point of view, particularly in the context of a highly integrated strategy.  This exercise established an important foundation for how the teams could work in the future to embrace more adaptive management approaches as the Mission moved further downstream toward strategy implementation.     

Once scenario-based planning was completed, the Mission considered how to create an internal organizational structure to process changes in context and identify adaptive responses (or action).  This included discussions about how to structure internal teams and how to create “space” to consider larger changes in the environment and address larger cross-cutting issues that affect all Development Objectives (DOs).    

	Why: USAID/Mozambique’s leadership team recognized the need to create space for Mission staff to consider these major contextual factors, the potential implications for the strategy, and a more adaptive approach for planning and implementing programs.  Furthermore, the pandemic made clear that a more systematic approach was needed to monitor context and adapt to a dynamic environment in which key risks, such as delayed liquid natural gas revenues, expanded violent extremism in the north, natural disasters and democratic backsliding could dramatically impact the country. In the spring of 2020, the Mission was in the process of developing a new five-year Country Development Strategy (CDCS).  This provided an opportunity to design and incorporate a more flexible approach for scenario-based planning. 
	Lessons Learned: The COVID-19 pandemic served as a catalyst to consider a variety of potential game-changing factors in the development environment.  The cross-cutting implications of the pandemic on USAID’s programming prompted a reimagined approach to scenario-based planning. The pandemic, coupled with other contextual factors, demanded more adaptive planning approaches.  
	Factors: The following factors enabled this successful CLA approach:
• Leadership Buy-In and Support. Mission leadership embraced the need to integrate more adaptive planning in the CDCS. This support was also critical given the highly participatory process that involved a variety of staff.

• Embracing a Broader Learning Perspective. The Mission sought to learn from outside perspectives on how other organizations were addressing the pandemic to inform its thinking about adaptive management.

In addition, several challenges emerged, as follows:

• Developing the Right Focus for Scenario-Based Planning. To ensure that scenario planning would produce an effective tool, we did not try to predict future scenarios in a hyper-uncertain environment. Instead, we explored how the strategic plan could adapt to different scenarios in different ways.  

• Setting Up an Adaptive Organizational Ecosystem. As the Mission moves forward toward strategy implementation, one key challenge will center on setting up effective systems and processes to continue to support adaptive management.  The Mission is examining ways to do this, that consider practical realities, including workload.

• Ensuring Effective Context Monitoring. The Mission explored options for developing a more systematic and coherent approach to track underlying critical assumptions and risks.  As a starting point, the Mission identified context indicators in the PMP. In the future, the Mission may also use other innovative options, such a dashboard for contextual indicators or “context scanning,” a process of quickly analyzing the environment in a flexible but more regular way.     

	CLA Approach: Given the hyper-uncertain environment faced by the Mission, the incorporation of CLA principles was essential to better understand the potential primary and secondary effects of COVID-19, along with the potential impacts of other major contextual factors.  By focusing on adaptive management, the Mission was able to think creatively about how to respond and build a much more adaptive strategy.  The Mission played out strategic responses to different scenarios to explore where adaptation was possible and/or where it needed to be strengthened.  This process also allowed teams to consider more integrated responses than technical teams could devise alone through a sector focused approach.  
  
Collaboration and learning were also critical elements.  The Mission partnered with the Mozambique Monitoring and Evaluation Mechanism and Services (MMEMS) activity to organize a session to learn how a range of organizations were addressing the pandemic (including foundations, other donors and actors in the development community), better understand the implications for governments and to consider implications for the CDCS (through a webinar session entitled “Development Interrupted").  This webinar was replicated as a best practice with a number of other Washington based Bureaus.  Building from this session, the Mission then collaborated with MMEMS and USAID’s Policy, Planning and Learning (PPL) Bureau to design a series of learning and collaboration sessions to develop a scenario-based planning model for inclusion in the new CDCS. 

This process started by focusing on what would happen if underlying critical assumptions changed.  The new scenario-based planning model was designed to: 1) explore potential USAID responses and 2) establish a foundation for integrating more adaptive approaches into the CDCS. 

The following describes the collaborative process that was followed:    

• Hold a Learning Session on Scenario-Based Planning.  A session was designed to ensure that USAID participants understood scenario-based planning as a part of a larger strategy to incorporate adaptive management into the program cycle and to prepare participants for subsequent sessions.  

• Develop the Scenarios.  Sessions were held with a cross-cutting group of Mission staff to identify the highest priority factors and risks that could impact the CDCS and then develop the best and worst-case scenarios based on how specific dimensions were trending. For Mozambique, we explored the economic, political, conflict, and the social dimensions of the strategy. At the conclusion of these sessions, we described what these scenarios and associated trends might look like. The likelihood of predicting the exact scenario that will unfold in a hyper-uncertain context is low, so we intentionally avoided becoming bogged down in defining a highly specific and detailed scenario. 

• Identify USAID’s Potential Responses. These sessions allowed participants to explore strategic responses and USAID’s ability to shift programming in different ways. USAID staff were able to think more strategically and intentionally about adaptation in advance and participants benefited from collaborative thinking around issues (particularly when considering contextual changes that have large-scale and cross-cutting effects).  

•  Draft the scenario-based plan, which became an annex for the final CDCS submission.  



	Context: With the onset of the COVID-19 pandemic in the spring of 2020, USAID/Mozambique was forced to grapple with the actual and potential impacts of the pandemic on the country and the implications for programming.  However, Mozambique faced other interrelated and game-changing contextual factors as well, including conflict in the north, natural disasters, a humanitarian crisis, and the potential for transformational oil and gas revenues.  Any one of these factors could have  wide-ranging implications for the achievement of USAID’s strategy.  An ISIS inspired insurgency in the north created hundreds of thousands of internally displaced persons and brought programming to a complete halt in one of the country's poorest provinces. In 2019, cyclones Ida and Kenneth hit the country six weeks apart leaving 2.5 million people in need of humanitarian assistance. Massive natural gas development projects have the potential to transform the economic landscape.  Within this environment, and in the midst of developing a new CDCS, Mission leadership knew it needed to identify a more adaptive programming approach that could better respond to an evolving context.  
	Impact 2: While it is still too early to identify the full effects of scenario-based planning, we expect the use of this approach to allow the Mission to achieve better development outcomes for a few reasons.  First, the Mission was able to set a foundation for becoming more adaptable in a more complex and ever-changing development environment.  Second, staff now have a more formalized framework for assessing trends in the environment in relation to key underlying assumptions and risks.  Third, technical teams will have already gone through a process of considering context and more integrated, cross-sectoral strategy adaptations in response.  


