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Summary:

Save the Children (SC) Peru began implementing the USAID/BHA-funded Multipurpose Cash Assistance 'Plus'
activity (MPCA) in June 2019 across five coastal regions. The goal of the MPCA activity is to provide life-saving,
emergency assistance to Venezuelan migrants to meet their food and other basic needs and to reduce reliance on
negative coping strategies.

During the first year of implementation, SC received a high volume of emails, calls, and in-person requests for
assistance from existing and potential new beneficiaries. Given the large number of emails and calls, and the
emergency context, the team did not have the bandwidth to respond to each request in a timely manner. The
situation was further exacerbated by the onset of the COVID-19 pandemic in March 2020, bringing all in-person
implementation to a halt. At this point SC had about three months of implementation left in year one and was
planning for year two (follow-on activity).

SC utilized the CLA approaches of "M&E for Learning," "Pause and Reflect," and "Adaptive Management" to improve
the quality of the selection and registration process based on the data and by adapting new technologies. As a result
of CLA approaches, SC has reached over 26,000 vulnerable Venezuelans with financial assistance to meet their
basic needs; reduce the time to process the selection and registration information (48 hours vs one week); and
expand complementary nutrition, protection, and livelihood activities through social media. In fact, these approaches
have been so successful that SC has been able to reach its second year target two months ahead of schedule,
amidst a global pandemic and without any face-to-face interactions.

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?

The BHA-funded Multipurpose Cash 'Plus' activity began in June 2019 with implementation in five coastal regions of
Peru aiming to assist Venezuelan migrants with meeting their basic needs. Identifying people on the move is far from
an easy task as, unlike other contexts, they are not static and move across large and multiple regions in any given
territory. There are three main profiles of Venezuelan migrants in Peru: the newly arrived aiming to settle in Peru,
Venezuelans who have already settled in Peru, and Venezuelans in transit to other countries such as Chile or
Argentina. Upon arrival in Peru, they lack the financial resources to meet their basic needs and struggle for survival on
a daily basis. Many, including children, are forced to resort to negative coping strategies in order to survive. Given the
transient nature of this population and the dynamic and complex environment, it was very difficult for people on the
move to meet their basics needs and for SC to identify these people and to do so quickly to prevent them for
remaining in high-risk conditions for prolonged periods of time.

We initially piloted the contactless registration for the activity as a response to the high volume of emails, calls, and
in-person requests from existing and potential new beneficiaries during the first year of implementation. In response,
we set up an online 'Contact Us' form on its website, which allowed Venezuelans to contact SC and also update their
contact information, as needed, if they moved around within the country or settled in a more permanent location.

The situation was further exacerbated by the onset of the COVID-19 pandemic in March 2020, at which point SC had
about three months of implementation left. Given the apparent success of the online contact form, SC was quickly
able to adapt and move to a completely contactless selection and registration process for the remainder of the MPCA
activity as well as the entirety of the subsequent follow-on, given the continuous country-wide quarantine issued by
the Government of Peru. However, our team soon realized we were unintentionally excluding migrants who had little
to no internet and smart phone or computer access as is required for the online form. Given this limitation and the
need to ensure all mechanisms are inclusive/able to assist hard-to-reach families, we set up a WhatsApp channel in
fall of 2020 and 'Call Center' in January 2021.

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

SC, since the start of implementation, has prioritized learning and adaptive management. Although CLA is not as
commonly used in humanitarian settings as it is in development activities, the MPCA team were organically applying
various CLA concepts in response to the ever-evolving context of the activity as well as the dynamic target population.
Our team was cognizant of the added challenges of identifying potential beneficiaries and providing timely assistance
to migratory populations. We had to constantly adapt to respond to the constant flow of migrants in and out of the
country as well as to their unique needs. In year one, all selection of beneficiaries was done in person along migration
routes—bus stops, train stations, even on the side of major highways. However, once a country-wide lockdown was
issued in response to the pandemic, all in-person implementation had to be suspended. This made identifying and
assisting populations on the move that much more difficult.

Early on, our team identified one key advantage of their population—relatively high ownership of and access to mobile
phones (98%) and cellphone data or internet (75%). Phone-based data collection has proven to be an effective and
cost-efficient approach to reach households on the move. SC took advantage of the high ownership rates of and
access to cell phones and employed phone-based routine monitoring. Although we faced challenges reaching all
beneficiaries as some of those in transit had left Peru and others had changed phone numbers, overall conducting
data collection remotely was successful and cost-effective. As a result of the successful remote monitoring, we set up
the online “Contact Us” form that allowed existing beneficiaries to update their contact information and for potential
new beneficiaries to request information on eligibility and enroliment. Beneficiaries also used this form to provide
feedback and report loss of their cash card or to request a new pin.



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.

The CLA approach enabled our team to improve programming reach and quality through the use of ‘M&E for
learning’, ‘Pause & Reflect’, and ‘Adaptive Maagement’.

We first employed 'M&E for Learning' by conducting a short survey to determine beneficiary access to and
preference for various feedback mechanisms. We established a WhatsApp channel in late 2019 based directly on
the results of the survey. Our team conducted a follow-up survey in May 2020 to assess the accessibility, use of,
and satisfaction with existing feedback mechanisms and gauge interest in other virtual platforms, such as Facebook,
and access to cell data and/or internet as we had suspended all face-to-face implementation in response to
COVID-19. Our team used the findings of this survey to improve the WhatsApp channel by programming auto-bot
messages to frequently asked questions and requests, setting up the online 'Contact Us' form to identify potential
new beneficiaries, and offering various nutrition and protection activities via social media platforms such as
Facebook Live.

During the second year of implementation, starting in July 2020, building on the lessons learned and successes of
virtual implementation from year one, our team designed the registration form with remote data collection in mind
(particularly given context of COVID). We asked beneficiaries whether they had access to a mobile phone (smart or
otherwise), access to other devices (computer, laptop), and access to data and internet. Our team then used 'Pause
& Reflect' to review and discuss the data on connectivity to better understand the profile of our beneficiary
population and whether continuing implementation completely virtually would be appropriate and feasible. With
concurrence from the donor, we issued additional funds to beneficiaries to cover internet/cellphone data costs to
enable beneficiaries to access and partake in virtual activities.

Given the exponential increase in correspondence during year two (averaging 800 emails a week) and demand for
assistance, Peru collaborated with SC Colombia to determine whether they could replicate their MPCA program's
Call Center to support the high volume of feedback. After just a couple of rounds of consultations, we used 'Adaptive
Management' to jointly decide on setting up our own Call Center in March 2021, contextualizing Colombia's Call
Center SOP and other supporting materials.

Our team was very intentional about consulting a diverse pool of stakeholders during the 'Pause & Reflect'
meetings, such as the activity program manager, MEAL staff, communications staff, and senior management at the
Country Office level. We were also just as intentional about using routine monitoring data and beneficiary feedback
data. At the start of implementation in year two, we used the findings of the registration data (connectivity of
beneficiaries, preferred modes of communication and participation in activities) to inform all adaptive management.
Throughout the implementation, we convened large team meetings to reflect on the ongoing COVID-related
challenges and engage in creative problem-solving.



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?

The use of various CLA approaches has improved our team's understanding of the connectivity of the target
population and led to invaluable innovations in activity implementation, which in turn has resulted in quality
assistance.

1) M&E for Learning has generated cross-departmental collaboration: Communications and MEAL teams have had to
strengthen their collaboration to adapt beneficiary communication channels and disseminate information about all
available channels to beneficiaries. This has also generated further collaboration between MEAL and sectoral
program staff. Once the MEAL team has processed and analyzed all the registration data, they provide a list of
interested beneficiaries to the sectoral staff for their respective interventions (nutrition, protection, livelihoods).

2) Pause & Reflect: Our team has increased the number of learning and knowledge sharing meetings to ensure
continuous discussion of data and beneficiary feedback to ensure all course-corrections are evidence-based and as
timely as possible. Information of a more sensitive nature, such as the family's eligibility status and transfer amount,
are communicated confidentially and with great care to each household via phone calls by staff who are trained
extensively in SC's child safeguarding and data protection policies and procedures.

3) Adaptive Management: All program adaptations have been rooted in data. We have also developed detailed
adaptive management protocols to document our processes, step-by-step guidance, and lessons learned. Upon the
establishment of the Call Center, we used these materials to train the Call Center staff; the protocols have permitted
the Call Center team to respond more accurately and confidently to beneficiaries and in less time. This has
underpinned the importance of our accountability mechanisms and use of programmatic results more frequently
throughout the life of the project to ensure immediate and safe assistance to beneficiaries.

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?

We have observed a significant improvement in the implementation of the MPCA activity as a direct result of the CLA
approaches. These approaches have enabled our team to deliver immediate, live-saving cash assistance to the
most vulnerable quickly and has allowed the team to leverage technology to expand complementary activities.

The adaptation of the selection and registration process has allowed the team to:

1) reach over 8,500 households (26,000 individuals) in a vulnerable situation with financial assistance across all five
target regions. Not only is SC able to contact families on the move more quickly (within 24 hours) but the additional
communication channels also enable migrants to contact us directly to request assistance. In fact, these channels
have been so successful that we have been able to reach our year-two target two months ahead of schedule, amidst
a global pandemic and without any face-to-face interactions.

2) reduce the time to process the selection and registration information (48 hours vs one week) so beneficiaries can
access their cash assistance quickly through a financial agency close to their home or hotel/hostel, if in transit.

3) refer beneficiaries to complementary nutrition, protection, and livelihood activities more easily. The registration
form was redesigned to ask cash beneficiaries their interest in other SC services and ask their consent to be
contacted by relevant teams. This enabled our MEAL Team to share potential beneficiary lists with the nutrition,
protection, and livelihoods teams who could then contact beneficiaries and would not to obtain additional consent or
collect standard demographic information again.

The adaptation of the selection and registration process has also led our team to innovate in other sectors such as
livelihoods, where the eligibility of beneficiaries to receive seed capital is conducted completely virtually. The
livelihoods team also conducts all routine monitoring, including post-assessment, remotely through WhatsApp and
Kobo Toolbox, a mobile data collection tool.



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 successful implementation of M&E for Leaning, Pause and Reflect, and Adaptive Management approaches can
be attributed directly to three key enablers: the openness and support of the senior management of the activity as

well as the Country Office, the eagerness of the team to try new methods, and adequate financial and human
resources available for the project.

From the start, both the project and Country Office management were very open and willing to receive feedback
from the MPCA team throughout the implementation of the activity, which empowered staff, particularly the MEAL
Team, to share their concerns as well as ideas related to the selection and registration process. Our MEAL Team
was successful in improving the various processes and tools by using program data—quantitative and qualitative—
to sufficiently showcase the problem as well as a more innovative approach to counter it. Additionally, the donor
flexibility around budgets allowed the team to reallocate funds from under-spent areas to MEAL and
Communications as they led the selection and registration process and transitioned them from in-person to remote
for easier and safer data collection amidst a global pandemic, which led to faster assistance to the most vulnerable.

Even with a strong, supportive, and proactive team, we have faced and continue to face some challenges. A major
challenge is the emergency context in itself, which is fast-paced and ever-evolving. Whereas CLA is probably easier
to adapt in long-term development programs, the need to produce immediate results to provide life-saving
assistance and the rapid nature of emergency response makes it difficult to implement CLA successfully. In order to
resolve this challenge, additional resources and time are necessary to ensure sufficient staff and technology to
identify and address concerns in real-time or as quickly as possible.

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

While the set up of the WhatsApp Channel and creation of the online 'Contact Us' form were initially unrelated to
COVID-19, the subsequent shift to contactless selection and registration of beneficiaries in addition to total virtual
implementation was a direct result of the pandemic and its associated movement restrictions put in place by the
Government of Peru in an effort to reduce transmission and prevent mortality.

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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