
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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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	Case Title: Applying a Collaborating, Learning and Adapting Approach to an Activity in Vietnam
	Image_af_image: 
	Summary: Vietnam has achieved impressive economic growth leading to improved living standards and growing prosperity over the past three decades; however, economic gains have accrued unevenly among the provinces. In 2019, the USAID Strengthening Provincial Capacity Activity began working with three of Vietnam’s existing public and private institutions, improving their ability to provide meaningful capacity development opportunities to provincial government officials.USAID Strengthening Provincial Capacity uses a Collaborating, Learning, and Adapting (CLA) approach throughout the project lifecycle. Its monitoring, evaluation, and learning (MEL) approach focuses on promoting information sharing, ideas, and perspectives; prioritizes continuous learning, inclusiveness, communication, and transparency; and habituates synthesizing knowledge in systems, decision processes, and institutional memories. The project conducts annual Pause and Reflect (P&R) sessions and a collaborative Learning Summit involving all stakeholders to discuss progress and best practices, gaps and challenges, and adjustments for improvement. It is participating in a pilot to capture stories of most significant change (MSC) from the project participants to explore the most important changes to the participants as a result of the project and generate impact data.The CLA approach has had visible impacts on the project. Learning, understanding, trust, and collaboration between the project and its partners has increased. Learning has become part of the project’s organizational culture and the findings from this process are valuable inputs for adaptive management.
	Impact: Applying the CLA approach has had several impacts on the project and partner institutions. First, the importance of learning, reflecting, and adapting has increasingly been recognized by the project team and the partners as well.Many project participants shared that they adopted a mindset of learning, reflecting, testing new knowledge and tools in their work, and adapting their approach and methods. They increased their understanding of the importance of learning and evidence for improved programmatic decision-making. Learning new knowledge helped increase accuracy and, according to international standards and procedure, adjust activities in a timely manner. As a consequence, they can deliver their products with high quality in an effective and efficient way and the impact is larger and more sustainable.Second, the individuals and institutions are more willing to collaborate with each other. Collaboration among the team members in the organizations has improved as participants now work more in groups to reflect on what was done well or not and what is upcoming. They now have a systematic approach to identify root causes of a problem and adjust in order to improve the collaboration. They learn to work with each other, despite their differences, by identifying each other’s strengths and weaknesses and finding ways to create synergies. For example, in the market needs assessment, SOG/UEH and SVF discussed and proposed a solution of rotating the team leader roles in the assessment by which each institution will lead the assessment in the provinces where they have better connections and understanding.Third, the application of the CLA approach assists the project in improving the effectiveness and efficiency of its activities and quality of its deliverables. Through the practices of co-production and co-development, the partners have engaged in the entire process of developing the deliverables; thus the quality, appropriateness, and practicality of the project products improved. More frequent communication and closer coordination help the project understand more deeply the needs of the partners, changes in their operating environments, and adjust and adapt to their priorities in a timely manner.
	Why: The CLA approach has been integrated in project activities since the beginning and applied consistently during project implementation. This approach allows for a high degree of flexibility to respond to changes in Vietnam’s operating environment and dynamics of the partner institutions, adapting lessons learned and best practices to ensure successful implementation of the project. CLA is considered helpful to enable the project to understand how its implementation affects its partners and demonstrate how it will respond to these findings by adapting the approach and implementation. Through the learning events, such as P&R sessions or learning summits, both the project and partners benefit from dedicated time to review and discuss the information and findings that are being collected and apply them to upcoming activities. As a result, the project is able to make adjustments in implementation steps to better fit the partners’ needs, consider the changes in their operating environment, and meet the project objectives. Project staff also benefit from the opportunity to consider upcoming activities and what they need to learn to best support anticipated tasks. Both internal and external collaboration are enhanced through these events.
	Lessons Learned: Our CLA approach was not prompted by a response to the COVID-19 pandemic. As stated earlier, the CLA approach was integrated in the project design phase prior to the start of the project. The COVID-19 pandemic prompted us to adapt quickly. Due to travel restrictions and social distancing requirements, the project has switched to a combination of online and in-person events and meetings. After a couple months delay (April and May 2020), due to the lockdown regulations by the government, the project has since tried ways to conduct integrated online and in-person workshops and trainings effectively. The need for the project team to quickly learn new tools, collaborate closely, and adapt to the new conditions was increased due to COVID-19. The project learned how to use Microsoft Teams, Zoom, and other online tools for virtual meetings and workshops as well as facilitating advanced settings, such as virtual breakout rooms for group discussions.  In this process, we are also helping our partner institutions to learn, collaborate, and adapt, as they participate in virtual workshops and trainings organized by the project. This includes learning tools and platforms for virtual meetings, enhancing online learning and collaboration to adapt to the new circumstances.  People have become more willing to attend trainings and meetings online, resulting in savings in time and cost for traveling, as well as becoming more efficient. Until now, most project activities, workshops, and trainings have been conducted as planned with the project team facilitating in the field and international experts providing expertise and support from overseas.  
	Factors: There were several factors affecting the success of our CLA approach. First, the integration of CLA in the MEL framework since the design phase and continued commitment of the project team in application throughout the project has made us increasingly aware of the importance and usefulness of this approach. P&R sessions and learning summits are annual events with the participation and support of the whole team. Using the findings from the events for decision making and adaptive management, project quality was increased. Collaboration within the project team, between the project and partners, and among the partners is enhanced, with the project acting as a facilitator.Second, the willingness and commitment of the leaders in the partner institutions in the learning events and collaboration activities was a major enabling factor. They actively discussed issues, proposed solutions, and put them into action. They were willing to take time from their busy schedules to play an active role in planning and implementing the workshops.Third, the willingness of the individuals in the partner institutions to learn, reflect, test, and practice new tools and methods was a critical enabler for realization of the CLA approach. They were eager to apply new knowledge and tools in their work, e.g., gender equality and social inclusion (GESI), human and institutional capacity development (HICD), or teaching methods for adult learners.However, there remained a barrier to utilizing CLA approach in terms of collaboration among the institutions working in the public and private sectors. Collaboration between institutions with different cultures and working styles was a challenge. This led to a delay in synthesizing the results of the market needs assessment and preparing the report. This means that the project has to spend more time on facilitation, acting as a bridge and working with the partner institutions to find solutions for more effective collaboration.
	CLA Approach: The project has incorporated CLA principles across the design, planning, and implementation phases. CLA subcomponents of P&R, internal collaboration, external collaboration, adaptive management, and continuous learning and improvement are reflected in the following activities that were implemented during the past two years:(i) P&R sessions were held in two consecutive years (2020 and 2021) and will continue until the end of the project, (ii) the first collaborative Learning Summit was held with the participation of all project stakeholders in 2020, (iii) MSC stories are being collected from project participants, and (iv) project partners are collaborating to conduct joint market needs assessments for better service delivery to the provinces. These were made possible by strong commitment of the project and partner institutions as well as close collaboration in the project team and among the project partners. The partner institutions actively participated in the discussions and group work in the P&R and Learning Summit events to share their experiences and identify issues and solutions. These events were co-designed and implemented by the project and partners, ensuring strong engagement of the partners and local ownership.The P&R sessions gave the partner institutions and project team an opportunity to analyze and monitor the progress of their capacity improvement action plans, reflect on entrenched issues, address challenges to strengthen the outcomes, and identify lessons learned from implementation. Based on this, the institutions and the project made adjustments and incorporated the lessons learned into the implementation approach to adjust activities to ensure that the project is on track.The Learning Summit presented good practices and supported knowledge transfer among the partner institutions, enabling them to learn from each other’s approaches to designing and delivering capacity development services in the provinces. It also identified opportunities to co-develop services together and sparked ideas to strengthen partner capacity development services. As a result of the Learning Summit, the project and the partner institutions learned lessons, best practices, gaps, and challenges, and incorporated them into partner institutions’ capacity strengthening plans to encourage adoption of successful strategies for long-term sustainability.Continuous learning, improvement, and adaptive management were promoted through these events as findings and solutions were synthesized, analyzed, and put into action. Based on the recommendations from the P&R sessions and Learning Summit, the project developed a mechanism of co-production and co-development of project deliverables to ensure institutional ownership and sustainability. By co-developing the business model, training materials and reports, the partner institutions had the chance to adapt them to fit their priorities and changing circumstances while also meeting the diverse needs of their clients. This practice has been now integrated in all project activities and become a principle of implementation from co-producing the agendas and materials to co-hosting the events. To respond to a concern of the partners on tight deadlines to review the deliverables, the project developed more structured procedures and timelines for each activity. Communication and coordination were improved through monthly meetings between the project director and partner institutions and creation of an external Sharepoint platform for document sharing. Collaboration between SOG/UEH and SVF was enhanced through a joint market needs assessment in a province despite differences in working styles and cultures between public and private institutions, and the project catalyzed this process.The project is in the process of collecting and analyzing MSC stories of project participants, which is an innovative way to get more in-depth insights and impact of the project. The findings from the stories will supplement data generated from the indicator system to help the project better understand the results and impact on the participants and community in order to adjust the approach and implementation accordingly.
	Context: The project objective is to strengthen the capacity and build the sustainability of local institutions’ provincial capacity building extension services so they can provide high quality, relevant interventions addressing capacity gaps, so that provincial officials can implement and measure economic governance reforms more effectively.The project works with three existing Vietnamese institutions, namely the National Academy of Public Administration (NAPA), a government institution; the School of Government at the University of Economics Ho Chi Minh City (SOG/UEH), an academic institution; and the Startup Vietnam Foundation (SVF), a not-for-profit institution. Working with and through the institutions as primary change agents, the project seeks to foster a culture of continuous learning where provincial officials are proactively upgrading skills and collaborating with the private sector to create a robust environment for strong economic growth.The CLA approach was integrated in the project design phase prior to the start of the project. It fits the project’s implementation principles of “building on what works” by identifying examples of positive deviance and innovation, understanding of incentives and motivation, and being demand-driven, as well as the MEL approach of promoting information sharing, learning, inclusiveness, and transparency. During project implementation, the need to collaborate, learn, and adapt has increased due to the dynamics of the partner institutions, their changing directions and priorities, and the evolving circumstances, including COVID-19, under which they are working. UEH is restructuring into a comprehensive and multidisciplinary university and SOG/UEH is striving to become an autonomous school. SVF is updating its business and institutional model to respond to new opportunities and better support the development of the provincial innovation ecosystem. These factors prompted the project to adapt to the changing and diverse needs of the partners and the changes and emerging trends in the Vietnam context while working towards the set objectives and within the agreed scope. Collaboration among the project partners in delivering services to the provinces is promoted since it will create long-term impact and quality that far exceeds what an institution could achieve on its own. Learning and reflection is a must in this process of adapting and collaborating.
	Impact 2: While it is still too early to tell the effects on provincial officials, there have been recognized impacts on partner institutions in terms of their improved capacity building services to the provinces. Collaboration in a joint market needs assessment, from design of interviews, conducting field trips and synthesizing the findings, has increased the institutions’ understanding and responsiveness to local economic governance capacity needs. The findings from this and upcoming assessments will provide valuable inputs for the institutions when they design capacity development services for provincial officials, including training programs, research, consulting, coaching, and mentoring.Learning and adapting in the development of new training programs through the practice of co-design andco-development has produced high quality and practical curricula meeting the needs of the provincial official learners. A new course on “Facilitative Provincial Government to Strengthen Economic Competitiveness” was designed and aligned with the market needs assessment to supplement SOG/UEH’s provincial capacity strengthening services in the areas of economic competitiveness and related social and environmental issues. This will strengthen the capacity of provincial officials to successfully implement their province’s facilitative governance policy commitments.CLA is consistently used in the development of business models and strategies. A series of workshops, discussions, meetings, team reviews, and follow-ups between the project experts and partners teams were organized. Different versions of the business model were produced, updated, and adapted to shifting market and customer needs and changing social and economic dynamics. Provincial governments in Vietnam are looking for further support in developing practical analysis and implementation of economic development priorities, such as Industrial Revolution 4.0, technology innovation, and start-ups – thereby creating an opportunity for the institutions to adjust their business models, leverage their expertise and services in these areas, and generate more revenue.


