
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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
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	Summary: SERVIR, a 15-year young global initiative of the National Aeronautics and Space Administration (NASA) and USAID, faced a challenge: how to deliver impactful, sustainable geospatial technology solutions that enable decision-makers in 40+ countries to inform their response to climate change? Given the global scope of the initiative, the many actors involved, and the relative independence of each of the current five regional SERVIR Hubs, it proved necessary to introduce frameworks, tools and methods to address challenges related to enhancing collaboration, learning and adaptation (CLA). In this context, SERVIR launched the Service Planning toolkit (https://www.climatelinks.org/resources/servir-service-planning-toolkit) in 2017, a compilation of CLA approaches to support the design, implementation and reporting of geospatial services. The toolkit focuses on four service planning processes: consultation and needs assessments, stakeholder mapping, theories of change and technical evidence base. Today, NASA, USAID missions around the globe, and SERVIR’s five hubs use the toolkit systematically as a reference and working document. The toolkit is successful because it is adapted to the needs of the initiative with secured commitment from leadership, and because all actors and their diversity of views are continuously mobilized to contribute to this living tool. Recently, the toolkit was used to face organizational challenges posed by COVID-19, when Hubs revisited their Theories of Change and adjusted their work plans. Furthermore, SERVIR took advantage of the pandemic to generate new guidance on how to best include gender aspects in service planning through a broad, virtual consultation process.  
	Impact: The CLA approach allowed SERVIR to harmonize service planning approaches. The five Hubs can now exchange experiences and detect opportunities for collaboration with ease. SERVIR-Amazonia, the youngest Hub, has benefited greatly from the insights contained in the toolkit and the discussions about the toolkit that NASA, USAID and the Support Team continuously facilitate. Theories of Change have enabled each Hub to develop impact pathways - and the stakeholder engagement process that comes with it - of technology-driven activities and products.  Before, geospatial services were developed without the end user involved. Now, users are involved from service design to implementation, which contributes to the sustainability of the collaborative work. Before, service design was mostly linear, with the end result being a geospatial application or tool. Now, the service design is conceived as iterative, with learning and adapting built into the approach. End result now focuses on sustainability of the geospatial application or tool, supported by a suite of capacity building and co-development activities. Before, Theories of Change, albeit completed, were not used for CLA. Now, through webinars, exchanges, and direct support on Theory of Change development by the SERVIR Support Team, ToCs are a guiding tool for services, seen as an entry point for ensuring service inclusivity and a mechanism for blending SERVIR’s science and development objectives. The Program has used the insights  to revise services TOC and to develop service-level indicators. Before, the Hubs took ad-hoc decisions on service development and delivery strategies. Now, Pause & Reflect moments are used to adapt strategies. Before, little attention was given to cross-cutting issues of the mostly technical geospatial service developments, like social inclusion, user engagement, and MEL. Now, joint proposals are developed to leverage resources on gender analysis and empowerment of female GIS experts. 
	Why: Over SERVIR’s 15 years of implementing the initiative, the Hubs and teams adopted a learning-by-doing approach and understood that the best practices needed to be documented and shared to increase its  effectiveness and efficiency. Given the global scope of the initiative, the many actors involved, and the relative independence of each regional Hub, it proved necessary to introduce frameworks, tools and methods to address challenges related to enhancing collaboration, learning and adaptation. In this context, the USAID CLA approach became a natural fit with SERVIR to support the design, implementation and reporting of geospatial services, resulting in the launch of the SERVIR Service Planning toolkit in 2017: https://www.climatelinks.org/resources/servir-service-planning-toolkit CLA is a suitable framework to foster knowledge management within and between the five regional Hubs. By documenting the service planning stages from design to delivery systematically, SERVIR can effectively share knowledge and experience across the global initiative and enable Hubs to adapt existing solutions -- including tools, data products, platforms, methods and engagement and outreach strategies -- from one region to another. Within a Hub, the need for adaptive management and successful collaboration also calls for the CLA-related tools and methods articulated in the toolkit.For more recent SERVIR Hubs, CLA has been suggested from the very beginning by USAID in the project proposal development phase. Time and resource dedication into CLA, such as Pause & Reflect sessions, are encouraged by the USAID missions that oversee SERVIR together with NASA.
	Lessons Learned: SERVIR faced new challenges during the pandemic which required creative and flexible thinking to pivot standard working approaches to a prolonged work-from-home context. Some examples of how the COVID-19 pandemic influenced our CLA work via the toolkit include:- The first revision and update of the toolkit, which addressed gender. To inform this update, case studies of successful gender integration into SERVIR services were collected from colleagues across all hubs, who took advantage of the COVID pandemic to reflect and document these approaches. - For SERVIR-Mekong, the COVID-19 pandemic delayed a lot of activities that had originally been planned. As a result, the Hub had to revise ToCs as well as the work plan in order to adapt to the new circumstances. Without ToCs, it would have been very difficult for the program to see how the work plan could be adjusted.- The SERVIR-HKH hub took organization of its events online – the in-person consultation meetings and training events were organized virtually over the internet allowing participation from a wider number of stakeholders. - SERVIR Global conducted  its annual knowledge exchange (SAGE) during the pandemic, which was held virtually for the first time. The event included a  Pause and Reflect session on how the different Hubs adapted to the pandemic, with best practices about adapting service implementation to the time of COVID shared.
	Factors: Bringing development approaches into scientific processes at times posed challenges for SERVIR. ToCs, for example, were entirely new to the NASA team, while communicating science impact was a new skill for development communicators. Identifying ways to address gender and inclusion in service design/implementation was a challenge for all. The toolkit became SERVIR’s way to consolidate and document our approaches.Recommendations:1. Don’t hesitate to adapt the CLA approach to your needs: While CLA includes the main components, it is only when SERVIR contextualized those within the service planning process that the initiative could relate to it fully.2. Secure leadership commitment: USAID and NASA’s full commitment to institutionalize the toolkit’s CLA approaches into the fabric of SERVIR was crucial to providing a mandate to all members of the initiative.3. Mobilize all actors: SERVIR involved colleagues from all corners of the initiative. The melting pot of technical perspectives and professional affiliations that contributed to the toolkit ensured that everyone learned something new, had their assumptions challenged, and/or was spurred to teach a skill to others. This diversity led to a stronger product that reflects the initiative’s thinking, with a joint commitment to implementing the approach. 4. Put it in writing: After going through the Service Planning exchange in 2017, SERVIR took the extra step of articulating the best practices into what is now the toolkit: Not only a reference for the initiative, but a contribution to the community of remote sensing practitioners working in a development context.5. Keep it alive: The toolkit was designed to be a “living document” - so when colleagues asked for more concrete approaches to addressing gender and inclusion during the service planning/implementation process - SERVIR listened and mobilized an effort to update the toolkit to address this gap. 
	CLA Approach: One of the main reasons CLA has been successfully incorporated into SERVIR is that it has been articulated around the SERVIR Service Planning Toolkit (hereby referred to as “the toolkit”). The toolkit incorporates CLA elements - with focus on LEARNING - and personalizes them to fit the SERVIR programmatic context: the development of geospatial services with partners in over 40 countries.  To define the CLA tools to be included in the toolkit, SERVIR used a consultative process with Hubs, USAID, and NASA - convening a Service Planning exchange in early 2017 to identify best practices and using those inputs to draft the toolkit. Essential to the success of consolidating these inputs into the toolkit was strong buy-in from both USG partners USAID and NASA, who made a full commitment to institutionalize the toolkit’s CLA approaches into the fabric of SERVIR. The commitment of the initiative’s leadership to the service planning approach provided the mandate and inspiration to collaborate and to document this approach in the toolkit, with the following CLA approaches:1. Consultation and Needs Assessment: During this phase, hubs convene diverse groups of local potential partners, stakeholders, and users to identify and prioritize development challenges and determine SERVIR’s specific niche in helping address those challenges. The toolkit includes guidance on how to convene and facilitate a needs assessment. 2. Stakeholder Mapping: This step-by-step guide to visualizing stakeholder relationships allows SERVIR to identify the role of the geospatial service development by shedding light on the data-information value chain related to the service and the other actors working on complementary initiatives. 3. Theories of Change: By providing several formats and resources for participatory Theory of Change development, the toolkit helps Hubs to identify next- and end users and the causal logic that leads to impact. 4. Technical Evidence Base: The toolkit includes guidance on how to plan for geospatial service development that has a technical evidence base, involving potential users in the assessment of existing technologies, gaps and opportunities, as well as resources and capacities to optimize investments and efforts.  Here are two recent examples of how SERVIR Global and three Hubs have used the CLA approach via the toolkit:1. SERVIR Global: Based on demand from the Hubs, the toolkit was updated in 2021 to include additional guidance and approaches for ensuring that services: 1) intentionally involve women as co-designers, and 2) considered fully the sex-differentiated needs of women impacted by each service’s development challenge. A set of case studies on gender and inclusion in service planning have been published in an accompanying document, SERVIR Service Planning in Action: Case Studies from Demand-Driven Geospatial Services. 2. SERVIR-Amazonia and SERVIR-HKH: The Hubs invested time and effort in developing theories of change for each of their geospatial services in close collaboration with technical leads from partner organizations and the SERVIR Support Team. This work led to articulating “service-level indicators” for each of the service design, development and delivery stages, as a tool for further refinement of theories of change and work plans, and also to incentivize discussions within the teams and with stakeholders on expectations, resource requirements and sustainability of services.  
	Context: SERVIR is a joint development initiative of the National Aeronautics and Space Administration (NASA) and USAID. SERVIR works in partnership with leading applied science organizations worldwide to help people in developing countries use information provided by Earth observing satellites and geospatial technologies to act locally on climate-sensitive issues and prevent damage from environmental disasters such as floods, drought and fires, and loss of biodiversity. Geospatial services are a set of technologies, data, and capacity building activities that are designed and implemented with partners in-country. SERVIR calls these solutions “services” because they are more than stand-alone geospatial products, but encompass data and capacity building as well. They are expected to be sustainable and, through the co-development process with partners, evolve as long-term services owned by partners to improve environmental decision-making. SERVIR is raising awareness, increasing access to information, and supporting analysis through five applied science Hubs in West Africa, Eastern and Southern Africa (E&SA), Hindu Kush Himalaya (HKH), the Lower Mekong, and the Amazon in collaboration with NASA’s SERVIR Science Coordination Office, a cohort of NASA Applied Science Team members, the SERVIR Support Team, and USAID representatives worldwide. SERVIR faced four challenges that motivated all actors to collaborate, learn, and adapt:1. Harmonize service planning approaches, terminologies and processes between the regional Hubs, USAID and NASA, which all have varying levels of expertise and capacity and distinct organizational cultures. 2. Ensure that regional Hubs effectively develop needs-based geospatial technologies with partners from design to delivery, centered on getting these technologies into use.3. Incorporate impact-enabling elements into a mostly technology-driven program, such as sustainability, social inclusion, communication to and with users, and Monitoring, Evaluation and Learning (MEL). 4. Allow newer members of SERVIR Global to learn from previous experiences and accelerate their learning curve. 
	Impact 2: The toolkit’s Service Planning Approach reoriented SERVIR’s work in a fundamental way. SERVIR went from focusing on delivering geospatial solutions, to first understanding the development challenge itself and the broader contextual landscape of who is impacted, what data is needed, and where to build capacity so that users can put those geospatial solutions into action. Most central to the Service Planning Approach is the users themselves (governmental agencies, INGO/NGOs, academia), who now join SERVIR, USAID, and NASA in co-developing their own geospatial services for their  communities.For example, SERVIR E&SA is bringing local government agencies and communities together to conceptualize an early flood warning system that will provide information through SMS and siren alarms whenever water reaches a critical level. As a result, the service’s users and beneficiaries join SERVIR in providing communities living in flood prone areas with sufficient lead time to protect lives and property. Over forty services have or are using the toolkit to apply geospatial technology to development challenges, all of which are documented in the SERVIR Service Catalogue (https://www.servirglobal.net/ServiceCatalogue). Each SERVIR service listed in the catalog includes the list of co-developers and users engaged, illustrating their prominent involvement in the service design and development process.The following use cases document how specific users are applying skills and tools developed through the toolkit’s approach:- A Rocha Ghana’s use of the Charcoal Production Site Monitoring Service- Vietnam Academy for Water Resources’ use of the Regional Drought and Crop Yield Information System- The Mekong River Commission’s use of the Virtual Rain and Stream Gauge Information Service - Forest Research Training Centre’s use of the Regional Land Cover Monitoring Service - Department of Hydrology and Meteorology’s use of Flood Early Warning Services - Flood Forecasting and Warning Centre’s use of the Flood Early Warning SystemAll use cases can be viewed in full here: https://www.servirglobal.net/Multimedia/use-cases


