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Case Title: 

Name: 

Organization: 

Summary: 

1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)?

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 

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? What organizational or
development challenge(s) prompted you to collaborate, learn, and/or adapt?

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



  

      
  

4. 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.



  
 

 

 

 
 

  
  

5. 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? 

6. 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? 



 

  
7. What factors affected the success or shortcomings of your collaborating,
	
learning and adapting approach? What were the main enablers or obstacles?
	

8. Based on your experience and lessons learned, what advice would you share with 
colleagues about using a collaborating, learning and adapting approach? 

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,  RTI  International.
 


	Blank Page
	Blank Page
	Blank Page
	Blank Page
	Blank Page

	Submitter: Saeqah Kabir
	Organization: World Vision
	Caption: A Promotional Graduation participant attends Entrepreneurial Literacy sessions, Nobo Jatra, USAIDs Development Food Security Activity. Credit: World Vision Bangladesh.
	Case Title: Pause, Reflect and Adapt: Using CLA 
to Adapt World Vision's Promotional Graduation Model
	Image_af_image: 
	Summary: World Vision’s food security, nutrition and resilience project, ‘Nobo Jatra/New Beginning’ in south west Bangladesh has a Promotional Graduation component with the goal to create pathways out of poverty for 14,000 ultra-poor women, split into two cohorts of 7,000 each. Promotional Graduation has a strong learning and evidence based adaptive strategy stipulating learnings from the first cohort are clearly identified and addressed before the second cohort begins.This aligns with USAID’s CLA Framework, particularly within the adaptation remit which recognizes that taking the time to pause and reflect on our work is critical to learning and improving performance. Nobo Jatra took a systematic approach to CLA by: i)seizing the ‘window of opportunity’ as a number of first cohort activities came to an end (9 month Entrepreneurial Literacy training) and the second cohort of 7,000 participants due to start, iii)convening and collaborating with participants, front line teams at the helm of activities on ground and all three consortium partners responsible to implement, iii) pause, reflect and adapt through a qualitative field based exercise, a one day pause and reflect workshop and follow up mechanism to track adaptations at field level,  iv) development of a pause and reflect tool that can be replicated and scaled across the project and World Vision globally, v) replication of the pause and reflect activity across Nobo Jatra's Gender and Social Accountability components. Undertaking a focused and systematic learning activity with clearly delineated phases under the CLA framework has served to sensitize and clarify the pause and reflect/adaptive management elements of CLA to Nobo Jatra senior leadership, technical and M&E teams. It has enabled Nobo Jatra to systematically make mid-course adaptations in the implementation of the Promotional Graduation model. A number of positive early indications have emerged, namely that attendance rates have in Entrepreneurial Literacy sessions have improved by 36% since the adaptations from the pause and reflect have been implemented. 
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	Impact: As an immediate win, undertaking a focused and systematic learning activity with clearly delineated phases under the CLA framework has served to sensitize and clarify the pause and reflect/adaptive management elements of CLA. Senior leadership, technical and M&E teams were more receptive to CLA once they were involved in allocated activities and indicated a shift in attitudes to be more open to capture learnings and importantly, adapt based on them. The ‘seeing is believing’ ethos has proven particularly effective, as further to the promotional graduation learning activity, pause and reflect has also been replicated across other Nobo Jatra components; i) to inform adaptations between pilot and scale up for the male engagement approach and ii) adapt based on lessons learned from implementing the Citizen Voice and Action social accountability approach. Collaborating internally and externally has also helped to further to inculcate a learning culture across the project that will ultimately help contribute to improve performance and project outcomes – and affect a shift in attitudes related to learning activities particularly in terms of allocating time and resources. 

Learning priorities and activities are also moving beyond Nobo Jatra to permeate and influence the way World Vision are designing future projects, establishing minimum standards for CLA, incorporating CLA in existing projects, and most importantly, the development of a CLA toolkit with 10 specific tools (split into phases in the CLA framework including pause and reflect, learning agenda, change logs, knowledge distillation guides, CLA plans, minimum standards for CLA, CLA budget tool etc.) on how to promote and undertake learning across the organization and the various projects implemented.  

	CLA Approach: 
Step one: Focus on the ‘bigger picture’/seize the window of opportunity
As a time bound and chronological activity involving multiple phases, the implementation of the Promotional Graduation component requires constant oversight to ensure momentum, quality and coordination. However, a broader strategic imperative for the Promotional Graduation model, is to analyze best practices and opportunities to improve implementation through reflection on existing processes, timelines and activities, to determine their cost effectiveness in relation to quality. Critically, this allows for adaptation both during the implementation cycle (for example, adapt second cohort based on learnings from first cohort) and also allows for constructive adaptation and modification in the design and implementation of future promotional graduation approaches globally. 
Step two: Convene and collaborate
Nobo Jatra’s Promotional Graduation activity involves multiple partners with all entities responsible to implement certain phases of the graduation approach with some degree of overlap.  Focusing on only one stakeholder was not going to achieve the overall objective of the learning activity – as partners and participants had to be convened to understand the learnings and opportunities to adapt. 
So, what did we actually do?
Step three: Pause, reflect and adapt
i) A rapid in-house qualitative investigation was undertaken for the first cohort of 7,000 participants through 12 FGDs with 120 participants to understand the strengths of the Promotional Graduation model, and scope for adaptation. Three separate categories of respondents were identified: Promotional Graduation participants, Entrepreneurial Literacy Facilitators, and Technical Officers and Field Officers. 
ii) Findings and learnings from the qualitative investigation were synthesized using thematic analysis and further calibrated under three broad headings: what is working well, opportunities to adapt or modify and recommendations.
iii) Convene all stakeholders (3 consortium partners, 3 local partner NGOs and the learning partner for Promotional Graduation) for a ‘pause and reflection’ one day workshop where learnings from the qualitative assessment were presented. Allow opportunity for collective reflection on learning and through group work – prioritize and agree on adaptations or undertake a more rigorous analysis for those recommendations that have higher time or resource implications. Whilst no major modifications emanated, a number of smaller adaptations were clearly identified and are already being implemented for the 2nd cohort. For example, i) building the capacity of frontline staff (particularly the facilitators implementing the 9 months Entrepreneurial Literacy training) through bi monthly refresher trainings. ii) Encouraging interactive methods of teaching as opposed to didactic approaches, iii) forming smaller groups of 5 within each session, grouping participants of similar abilities together to encourage greater peer based learning and build confidence, iv)allocating more time for more complex modules, tailoring formats to the profile of participants (with no formal education, different levels of ability), v) allowing a family member to accompany older participants to help grasp numeracy concepts with more ease. Another key learning was to adhere accurately to the chronology of modules – to ensure that key concepts related to IGA and business plan development are introduced early in the training to ensure lead time to develop plans and absorb key concepts. Critically, when combined, these smaller changes strengthen implementation of sequential activities and drive traction towards the end goal to graduate participants from extreme poverty, iv) Develop a mechanism to log proposed changes and follow how and when these are implemented into the implementation of the 2nd cohort. 
Step 4: Continuous learning and improvement 
Following the Promotional Graduation learning activity, there have been concerted efforts to iterate the CLA approach, both within the Promotional Graduation component and across other components and activities implemented by Nobo Jatra. For example, a similar learning activity was also replicated for the male engagement module – as the pilot came to an end – to inform adaptations during the scale up. Unpacking the learning process using key concepts and activities within the CLA framework, has helped sensitize teams to the merits of taking an adaptive management approach and shown tangibly how CLA can be purposefully embedded within work plans. As an exciting by product of the learning activity, a ‘pause and reflect tool’ has also been developed with a synopsis of of what it is and clear guidelines/minimum standards on how to use pause and reflect for learning and adaptations, budget resources and planning activities. 
	Why: By design, Nobo Jatra’s Promotional Graduation component takes a nuanced approach involving all three consortium partners as well as local partner NGOs. Whilst this leverages the combined expertise and implementation fortes of all stakeholders, there is also a clear need to systematically and consistently collaborate to capture best practices and importantly, adapt implementation based on the learnings emanating from the activities. This aligns with USAID’s Collaborative Learning and Adapting Framework, particularly within the adaptation remit which recognizes that taking the time to pause and reflect on our work is critical to learning and improving performance. 

Purposefully, activity implementation takes place in two separate phases or cohorts, with an intentional buffer between the start of the two to allow for a reflection and analysis period. Given that Nobo Jatra was at the critical juncture when the initial activities such as the 9 month entrepreneurial literacy course for the first cohort was coming to an end and the 2nd cohort of 7,000 participants due to start – the opportunity was prime to convene with primary stakeholders in the Promotional Graduation component.  Key to note, Nobo Jatra were able to strategically invest time and staff capacities into CLA integration and practices - recognizing the intrinsic value of embedding CLA into program cycle processes and implementation whilst also ensuring accommodating enabling conditions including an open organizational culture and resource allocation in support of CLA integration. Equally, a CLA approach allowed Nobo Jatra to reach several different stakeholders and also experiment with solutions.  Some key factors that led to a CLA approach in the Promotional Graduation component include:
* The need for better information on challenges and opportunities;
* A demand for more accountability to the implementation and quality of activities given the involvement of multiple partners and processes.

	Context: ‘Nobo Jatra-New Beginning’ is a five-year USAID Development Food Security Activity with the goal to improve gender equitable food security, nutrition and resilience in southwest Bangladesh. World Vision Bangladesh, together with 2 consortium partners and 3 local partner NGOs undertook the project by integrating interventions in Maternal Child Health and Nutrition, Water Sanitation and Hygiene, Agriculture and Alternative Livelihoods, Disaster Risk Reduction, Good Governance and Social Accountability and Gender to achieve its objectives. 

To address the extreme poverty across four sub districts in south west Bangladesh where 25-34% of households live below the lower poverty line of $1.90 per day, Nobo Jatra implements a 24 month Promotional Graduation model with the goal to create pathways out of poverty for 14,000 ultra poor women, split into two cohorts of 7,000 each. Designed as a sequential set of targeted interventions, the promotional graduation activity includes 9 months of entrepreneurial literacy training, participation in Savings Lending Groups, selection of 2 Income Generating Activities (IGAs) and a single cash transfer of $183 dollars as start-up capital aligned to a feasible business plan for the 2 IGAs. 

The Nobo Jatra Promotional Graduation component has a strong learning and evidence based adaptive strategy which stipulates that learnings from the first cohort are clearly identified and addressed before the 2nd cohort begins. Therefore, an underlying objective in implementing the Promotional Graduation model, is to analyze best practices and opportunities to improve the graduation model implementation through reflection on existing processes, timelines and activities, to determine their cost effectiveness in relation to quality. Critically, this reflection must be undertaken during the implementation of the Promotional Graduation model, as opposed to the which devalues the objective of adapting implementation during the 24 month cycle. 


	Lessons Learned: The main ask would be to embed CLA into project designs, develop adequate tools, orientate across all levels, identify and embed learning activities into annual plans (pause and reflect sessions, after action reviews, quarterly learning and sharing meetings, webinars etc.), allocate adequate budget and recruit, retain and nurture adequate human resource to implement CLA across projects and the organization as a whole. 

CLA can also help bridge gaps and strengthen partnerships in consortium projects such as Nobo Jatra. Activities are often designed with multiple stakeholders and intentional overlaps to capitalize on the technical expertise of partners – therefore, if used strategically and consistently CLA can enable fruitful dialogue and identify opportunities to adapt based on implementation challenges and on ground realities. 

	Factors: Whilst CLA was not a part of Nobo Jatra’s original project design, one of the main enabling factors in implementing CLA was the buy in of senior leadership across the project. The saying ‘lead by example’ resonates particularly in this scenario – as leaders and teams that create and encourage the space for staff to collaborate, learn and adapt –  eventually result in improved performance and project outcomes. Another enabling factor was having dedicated human resource to implement the CLA activities – and importantly, investing in the time to recruit candidates with the right skill capacities. 

As a time bound project with demanding deliverables and work plans, CLA was initially perceived as a deviation from planned activities. However, consistently highlighting the merits of taking the time to pause and reflect to inform and improve implementation, along with demonstration of a tangible process and activities served to repudiate this myth. 

	Impact 2: Using a CLA approach has enabled Nobo Jatra to systematically make mid-course adaptations in the implementation of the Promotional Graduation model. Not only has this strengthened the focus and quality of activities during the project cycle, it has also contributed to the broader technical evidence on Promotional Graduation, particularly in terms of how existing models can be modified through a number of minor tweaks that are systematically and collaboratively identified throughout the project cycle.  Whist it is too early to quantify the effect of the CLA approach in the Promotional Graduation model, a number of positive early indications have emerged, namely that attendance rates have in Entrepreneurial Literacy sessions have improved by 36% since the adaptations from the pause and reflect have been implemented. Feedback has indicated increased confidence both in facilitators (through bi monthly refresher training) and participants themselves (through increased focus on peer based learning, having smaller groups within the larger session) have contributed to the increased attendance and motivation levels. As one Promotional Graduation participant says, ‘These days when the lesson is being taught we stay back until we are  clear. We learn and we socialize with our peers in a smaller group. We don't usually have the opportunity to learn and now we feel less inhibited" Other indicators of improved quality and focus of implementation include the Entrepreneurial Literacy  tests undertaken by participants at the end of the 9 month module. 6,261 first cohort participants scored 60% (minimum requirement) and above – however, the evaluations/tests for the second cohort have not taken place as yet. Given the evolving nature of CLA and the sequential nature of Promotional Graduation activities, Nobo Jatra have planned to follow up the qualitative investigation in 3-6 months to document how the adaptations have worked on ground and also identify any new adaptations based on learnings from the second cohort. Equally, the test scores of the second cohort participants will also be considered, to track any improvements from the first cohort participants. Other indicators that will also have to be measured in due course (through the baseline, end line and a follow up survey one year after program completion) include the number of first and second cohort participants who progress on to become active members of Nobo Jatra producer groups.


