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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 
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Theories of Change 

Scenario Planning 
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Internal Collaboration 

External Collaboration 

Openness 

Relationships & Networks 

Continuous Learning & 
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Knowledge Management 
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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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	Case Title: Using a CLA Approach in Gender Equality and Social Inclusion Action Planning 
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	Summary: USAID requires all projects to address gender equality and social inclusion (GESI) as a crosscutting theme and regularly undergo rigorous GESI analysis and compliance evaluation. As part of project design, USAID calls for mandatory use of GESI Action Plan and reporting on it as one of the key project deliverables. USAID’s GESI Action Plan framework uses the CLA Maturity Matrix which incorporates the key enabling conditions such as the implementing partners own GESI policy, senior management’s readiness to understand the importance of teamwork in undertaking GESI responsibilities, and their commitment to provide a fair, dignified and safe work environment to women and marginalized groups.

In USAID’s Hariyo Ban (Green Forests) forestry and climate change adaptation project in Nepal we observed successful application of CLA approaches in GESI Action Plans. Success of the CLA approach was due in large part to USAID’s facilitation of the project for using the CLA approach and the project’s undertaking of CLA from the planning through implementation stage. Using CLA approaches in GESI action plans helped in creating enabling conditions such as formulating organizational policy, developing inclusive working culture, enhancing GESI capacities, and demonstrating leadership support for GESI advancement. The continuous reflection and learning increased the project’s ability to use that information to timely adapt during the planning and implementation of the next phase.
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	Impact: The increased will of the consortium partners to understand and implement the GESI agenda is instrumental to institutionalizing the GESI action plan in their respective organizations. The consortium partners understand that GESI approaches cannot be treated as a separate issue of women or marginalized groups, and now own up their respective roles in advancing GESI outcomes, both programmatically and institutionally. Using the CLA approach made it easier to draw the partner's' attention to the need for a dedicated program unit and adequate financial and human resources to undertake effective GESI activities.  The partners remain committed to reporting on the key GESI result areas in future. 

Impacts at institutional levels are beginning to emerge. WWF is scoping GESI within biodiversity conservation and wildlife protection and will generate evidence on  social concerns of species translocation and analyzing forest and wetland policies. This will create opportunities for enhancing GESI impacts and for reducing threats to biodiversity conservation and wildlife protection. CARE Nepal has started an in-depth social analysis in the project area  and will support NTNC in jointly exploring the local knowledge and practices of women and indigenous people in climate change adaptation. In the future, these activities will help in integrating local knowledge and practices within local community adaptation plans. Further planned assessments such as NRM groups mapping, institutional capacity assessment, and workload analysis of women will help to collect baseline information on GESI indicators and assessing impacts.

Effective learning from USAID and CARE on GESI is reflected in the project’s ability to apply a holistic empowerment framework for GESI integration. Using both USAID’s and CARE’s approaches helped to underscore the process of empowerment and inclusion, requiring interventions in all the domains prioritized in the GESI action plan. 

	CLA Approach: The process for preparing and implementing GESI Action Plan using CLA approaches is described below.

1. Underscore the use of CLA approaches in Implementing Mechanism
USAID/Nepal’s leadership, including the senior management role in driving the CLA agenda in the mission, has been crucial. Regular interaction on knowledge management processes helped Mission staff to understand and use USAID’s CLA Maturity Matrix. The GESI Action Plan framework underscored the use of CLA approaches and this was included as a key deliverable. Mission’s GESI Advisor and the AOR of Hariyo Ban Project helped the partners understand USAID’s expectations from using CLA approach. This helped change the partners’ mindset and their actions henceforth. Mission’s GESI Adviser made sure that the project team supported the project’s GESI Coordinator in the development of the GESI Action Plan. While the key partners of Hariyo Ban had been aware of and applied CLA practices to some extent, they and many stakeholders did not have a sound understanding of the CLA approach or how to systematically apply it.  

2. Organize your GESI evidence base and collaborate
USAID’s specifications for GESI integration in the project helped position CARE Nepal as the lead GESI partner. CARE Nepal took the lead to facilitate the series of dialogue and interactions with the senior management team of consortium partners and the project’s core team, thematic leaders, and project staffs to develop a common understanding of the importance and relevance of GESI integration in conservation and development. The internal collaboration led by CARE Nepal helped in prioritizing the GESI agenda during program planning and implementation, and in holding consortium partners accountable. The process of collaboration helped to improve common understanding about the relevance of GESI integration.  The role of consortium partners has become increasingly important  in jointly raising GESI concerns and in allocating budgets for implementing GESI actions. 

3. Pause and Reflect: Take stock of evidences so that learning and adaptation take place without reinventing the wheel.
The prime partner, WWF, had a lead role in organizing their evidence base by reviewing and reflecting on the Hariyo Ban Project evaluation to synthesize knowledge of existing GESI gaps and learnings. The systematic and intentional evidence building and allowing time to reflect and plan for the next interventions helped WWF develop a comprehensive GESI Action Plan. 

4. Collaboration and Adaptive Management
The senior management team of the four consortium partners played a supportive role in developing a shared understanding among consortium partners and among the project’s core team. The project team also increased interactions with government stakeholders and helped them understand the GESI disparities in NRM and the project’s intended GESI results. Accordingly, the project’s GESI Coordinator was included in the Working Group of the project’s Steering Committee coordinated by Joint Secretary, Chief of Planning Division, Ministry of Forest and Soil Conservation. This important action was only possible due to effective external and internal collaboration. As per USAID requirements, the senior leaders’ demonstration of GESI-responsive behavior and their undertaking of formal and informal discussions, person to person dialogue, and the serious commitment of the team, including the GESI Coordinator, helped to institutionalize the efforts and establish GESI as a critical conservation agenda. 

	Why: In phase one of Hariyo Ban, the project design did not provide a clear result pathway to improve GESI outcomes, so USAID ensured that the partners undertook explicit measures to plan and implement GESI integration within the project. As part of phase two project design, USAID called for mandatory use of GESI Action Plan and reporting on it as one of the key project deliverables. USAID’s GESI Action Plan framework uses the CLA Maturity Matrix to incorporate the two dimensions of the CLA framework: the program cycle and the enabling conditions. USAID recognizes that in order to address the GESI barriers, it is not enough to address with programmatic interventions alone. Providing an enabling environment, such as the implementing partners own GESI policy, senior management’s readiness to understand the importance of teamwork in undertaking GESI responsibilities, and their commitment to provide a fair, dignified and safe work environment to women and marginalized groups are critical to achieving GESI results. For Hariyo Ban, the enabling conditions are crucial for undertaking GESI transformative change. This framework provides a clear departure from the usual "women added but separate activity," and requires the consortium partners to collaborate, endorse, allocate resources and implement the GESI Action Plan, which is the essence of CLA. Mission staffs, including GESI Advisor, M&E Specialist and Agreement Officer's Representative (AOR) were convinced that using CLA approach in GESI Action Plans would help the partners to take GESI initiatives without fear of failures. USAID/Nepal found the CLA approach useful for monitoring both program and organizational achievements and learning and so took the opportunity to apply it. 
	Context: USAID’s Hariyo Ban (Green Forests) forestry and climate change adaptation project in Nepal is led by four consortium partners: World Wildlife Fund (WWF), CARE, the National Trust for Nature Conservation (NTNC) and the Federation of Community Forestry Users Groups (CFUGS). The project aims to increase ecological and community resilience in Nepal’s biodiverse landscapes, the Chitwan-Annapurna Landscape and the Terai Arc Landscape, and reduce the adverse impacts of climate change and threats to biodiversity. USAID requires all projects to address gender equality and social inclusion (GESI) as a crosscutting theme and regularly undergo rigorous GESI analysis and compliance evaluation. Additionally, the project’s performance management plans include GESI action plans, GESI-sensitive indicators, and GESI-disaggregated data. The project’s GESI mainstreaming strategy prioritized the following key challenges:         

● Poor implementation of GESI policies and weak GESI responsive behavior of NRM leaders. CFUGs and their federated organizations are not fully aligned with Government of Nepal’s GESI provisions. Moreover, buffer zone forests, protected forests, and conservation areas lack inclusive policies.
● Very poor representation of women, Dalits and marginalized groups in NRM decision making. Even though the policy for community forestry user groups is for 50 percent representation of women, high caste men dominate NRM decision making.
● Inadequate resource allocation for conducting activities benefiting women, Dalits and marginalized groups.
● Consortium partners and NRM stakeholders do not prioritize GESI learning.

To counter above challenges, the project created 400 Community Learning and Action Centers (CLACs) for women to identify their most pressing needs and develop solutions that improve their communities, as well as their own livelihoods and access to NRM resources. Members of CLACs received 16 weeks of leadership enhancement skills, other capacity building support and funds for income generating activities. 100 change agents will be selected from among the CLACs as role models for GESI transformational activities at the community level.
	Lessons Learned: Some of the vital CLA approaches such as using evidence from GESI analysis and collaborating with stakeholders are important processes in building common understanding of the gaps and issues.  For CLA to be effective, it is best for implementing partners to organize their baseline and other GESI data and periodically review those data so that they can most effectively use the information, make timely adjustments, and sequence interventions.  In our case, the implementing partners conducted rapid GESI reviews and assessments, and then used the information to develop and revise targeted approaches to more efficiently reach out to women and marginalized people. The pause and reflection between several studies also helps to take stock of the activities, so that learning and adaptation takes place. Using CLA approaches in preparing the GESI Action Plan is also instrumental for the Mission in monitoring progress as well as for learning and adaptive management. Mission’s interest in using CLA approaches and staffs’ role in ensuring that implementing partners understand and apply CLA is critical.

Donors must continue to invest in changing perceptions and attitudes of leaders, planners, and implementers for GESI transformational change within the NRM sector. We also learned that allocation of a GESI-specific budget during the design and planning stages is critical, as a dedicated budget helps to channel resources intentionally and systematically, and to ensure that partners are able to implement and achieve intended GESI results. Donors and implementing partners also need to transfer their  knowledge and information at the local and community level and to local level partners and stakeholders. Continuous and long-term engagement, supported with adequate resources, is required to change the historical marginalization and exclusion of women, Dalits, and other marginalized groups.
	Factors: The success of our CLA approach was due in large part to USAID’s facilitation of the project for using the CLA approach and the project’s undertaking of CLA from the planning through implementation stage. Using CLA approaches in GESI action plans helped in creating enabling conditions such as formulating organizational policy and approach, developing inclusive working culture, enhancing GESI capacities, and demonstrating leadership support for GESI advancement. The continuous reflection and learning during phase one increased the ability to use that information to timely adapt during the planning and implementation of the next phase. Over the past four years, the program had conducted at least eight different assessments to learn about disparities in access to and control over NRM resources, as well as leadership development challenges faced by women and marginalized groups in the local and sector contexts. 

Furthermore, GESI questions were asked in mid-term evaluations and other impact assessments to identify existing challenges and opportunities for scaling of successful approaches. The iterative review and reflection on the evidence generated helped to prioritize addressing existing gaps and reduce barriers.

The CLA processes integrated in the GESI Action Plan led the consortium partners to endorse the GESI action plan, assign the responsibility for implementing the plan to the Team Leaders of each consortium partners, and develop a rollout plan for their respective organizations. The appointment of male decision-makers as champions to support an enabling environment in their respective organizations help drive interest from top management. The male engagement strategy replaced the isolated treatment of women in development. WWF and NTNC are eager to further learn from the project, so that collaboration, commitment, and mutual accountability on GESI are enhanced. The Chief of Party’s annual GESI reports to USAID and USAID’s supportive role and monitoring will be highly crucial in holding partners to account. 
	Impact 2: There is acceleration in the application of lessons learned. The project has created a critical mass of rural women change agents in the NRM sector who have improved their self-esteem and collective capacities to raise their voices against gender inequality and social exclusion, poor governance, and social injustice. The project continues to work with 400 NRM groups having at least 33 percent women representation and to enhance proportionate representation of marginalized groups. The women and marginalized groups’ leadership in the CFUGs led to equitable benefit sharing of NRM resources and to decreasing the GESI barriers. Twelve senior GESI champions comprising the four consortium partners are helping drive the GESI result areas and monitor GESI indicators. Currently, 24 change agents and local resource persons are actively leading transformative ideas and actions, and have come forward with following commitments:  

● conduct inter-generational dialogue (i.e. mother-daughter interaction, mother-in-law daughter in-law interaction, sisters-in-law interaction, men and decision makers dialogue and youth engagement) 
● support CLACs networking and work jointly for reducing gender-based violence and other forms of violence
● build the leadership capacity of women and marginalized groups for social transformation and disseminate powerful social and conservation messages through art and drama

The targeting of women and marginalized groups to enhance their leadership and access to NRM resources led to improved livelihoods and inclusive NRM governance. The project’s future and ongoing support to mobilize the change agents will determine the scalability of change agents and their potential for transformative change and equitable benefit sharing from NRM



