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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 

Technical Evidence Base 

Theories of Change 

Scenario Planning 

M&E for Learning 

Internal Collaboration 

External Collaboration 

Openness 

Relationships & Networks 

Continuous Learning & 
Improvement 

Knowledge Management 

Institutional Memory 

Decision-Making 

Mission Resources 
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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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	Caption: Brahima and Salamatou Coulibaly, community volunteers for Pathways in Mali. Credit: Emily Janoch, 2015.
	Case Title: Practice What You Preach: A Tool For Staff Transformation
	Image_af_image: 
	Summary: Using a collaborating, learning and adapting (CLA) and curiosity-centered approach made it easier and more effective for program staff to work with communities on the sensitive issues of changing gender norms around women farmers and changing gender workloads. Staff noticed that it was hard for them to effectively get communities to change, and decided to examine their own behaviors first. They invented a tool that allowed them to collect data and create safe spaces for conversation about complicated behavior change. As a result of these conversations, they redesigned some of the work on the ground to increase impact.

So what were the results? At the end of the program, women farmers were more than four times more likely to have control over household assets (from 10% at baseline to 47% at endline) and nearly twice as likely to be involved in decisions about income and expenditures (now 48% from 25% at baseline). The staff are now working to roll out their tool across all of CARE so that others can benefit from their experience.
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	Impact: The team reported that they now have greater empathy with the communities they work with. As the Pathways Mali team reported, “The tool enables staff to have greater empathy with the community. We realized that decision-making is not only difficult for the communities, it’s hard for us. Knowing this helps us to be more understanding and patient with the communities. It’s not that they are ‘backward’—the nature of behavior change is not always linear.” Staff found the improvement in their own household relations (as a result of this reflection process) persuaded them of the benefits of more equal gender relations—which, in turn, made them more accountable, credible, and influential role models for change in the communities they work with. 

This approach has also influenced the way CARE and its partners are designing future programs, including those we implement with USAID. For example, in the Mali Harande program (funded through Food for Peace), we are using learning from this approach and the re-sequencing of gender activities to shape how that project rolls out its gender activities. We are also working to scale the personal PPT through the rest of CARE's activities to deepen our impact on gender in our Scale x Design Accelerator, which will influence USAID projects and partners.
	CLA Approach: Pause and Reflect: During the space of regularly organized quarterly team meetings, the staff took the time to use the tool and indicators to take score of their own practices (e.g., “In the past one month, did you share with your partner a decision you normally take alone?”). Each team member answered these questions in "yes" or "no" terms, and opened the discussion. Using a simple Excel spreadsheet, they created graphs and monitored the team’s trends over time, to show an evolution or stagnation in the team’s progress. The teams spent time looking at these graphs to identify areas of weakness and ways forward.

The personal reflection and collective solidarity that came from using the Personal PPT made the sometimes opaque or onerous work of “doing gender” accessible, personal, relevant, and real. The approach gave staff greater capacity to engage in the communities; they administered the gender dialogue regularly against the previous practice of a one-off activity. Staff also altered the sequencing of some of the gender dialogues for their logical flow and better impact. For example, active listening and communication was one of the first changes staff observed—and they discovered that active listening led to more respectful and equal engagement in household decisions. This process enabled them to sequence communications exercises before broaching the topic of "joint decision-making." 

Internal Collaboration: Team members, including field staff, supervisors, and management staff from all the five local NGOs and CARE, came together to discuss and develop the Personal PPT tool. For each category of gender change that they are encouraging in their respective program (i.e., workload-sharing, joint decision-making, couples’ communication), the team identified a few specific behavior change indicators that they themselves will be accountable to try in their own lives. These include indicators such as “I encourage my son and daughter equally to share in household chores,” or “I share information on finances openly with my spouse.” These indicators, like the categories, tend to match the types of behaviors that they are promoting in their gender “messages” and activities in the communities.

Openness: The tool created an environment where group members engaged in discussion and catalyzed solutions. When a male colleague reported his apprehension in sharing his finances with his spouse, or a female staff member admitted that she is uncomfortable to ask for support from her family, the team shared their experiences, encouragement, and came up with strategies for tackling some of these difficult norms and behaviors. They took inspiration or encouragement from others or discussed why some particular social norms are difficult to change—and what they, as a team, can do to make that change in their programmatic work and own lives.
	Why: CARE Mali implements the Pathways program with five local nongovernmental organization (NGO) partners, each with diverse capacity levels and requirements. Although these NGOs operate in different communities, they face very similar constraints in achieving their goal of promoting gender transformative changes. CARE brought all the partners together to address the constraints they were facing to truly implement gender programming. In this meeting, CLA was perceived as the most suitable approach to bring together these different actors in the field. A CLA approach (the Personal Performance Tracker [PPT]) was considered appropriate to: identify indicators of change; regularly reflect both individually and as teams; track changes over time; and develop an action plan for addressing the constraints.
	Context: Behind the gloomy development statistics (gender disparities in girls’ education, in women’s political representation, in women’s lack of access to extension services) lie some deep, underlying cultural beliefs about the place of women in society. “The man is the head of the household, he knows best what’s good for the family.” “Women are not really farmers—they are farmers’ wives.” “Women’s primary responsibility is to childcare and household management—a woman who attends trainings instead of attending to her husband is a bad wife; men’s work is harder—they deserve to eat more and better quality meals than children and women.” These gender beliefs that are taken for granted differ from culture to culture, but they collectively serve to perpetuate gender inequality and poverty.

Practitioners across development agencies acknowledge that the practical challenges of transforming behaviors on the ground are daunting. One practical challenge to effective gender programming is that implementing staff are themselves embedded in the cultural contexts and subject to the same gendered social norms that they are attempting to transform. Men and women also have internalized gender biases or face strict social pressures that when they attempt to challenge some of these beliefs.

It is easy enough for staff to memorize and promote simple messages, such as: “Men and women should share workloads. Households should make decisions together. Women can do the same jobs that men can do.” However, what happens to those very staff in their own households, when they return home after work? Female staff may earn a salary for promoting empowerment in the communities—but they return home to a double and triple shift of caregiving and cooking. Social norms demand that they maintain all of their household and caregiving responsibilities, lest they be seen as disrespecting their husbands or being “too” empowered. Conversely, while male staff or male champions may talk convincingly about sharing workloads in their communities, when they return home and attempt to share caregiving, their own spouses, in-laws, or friends may laugh, scold, accuse the wife of bewitching them, or chase them away from the kitchen. Both genders may be oblivious to this disconnect and may leave the gender messages at work and unquestioningly accepting their normal social privileges or disadvantages in the home.

This “practice what we preach, not what we do” reality leads to a shallow approach to gender that can be unconvincing to beneficiaries and frustrating to teams, who feel that social transformation is too difficult or slow to attempt.
	Lessons Learned: Encourage teams to think outside the box rather than going with a “business as usual” approach. Management’s commitment and support to establish a safe environment where teams could try something different that they think would work for their communities would go a long way. 

Data collection at regular intervals, space for continuous discussion and self-reflection, use of data for course correction, celebrating success, and applying learnings from failures are key for such a CLA approach.    

CLA can apply to incredibly difficult and sensitive conversations, as well as straightforward managerial ones.  Taking a stance of learning and curiosity makes it easier to broach subjects that are challenging for staff and participants alike.

	Factors: Organizational commitment to addressing and “transforming” harmful social norms and the belief that personal transformation is the starting point for larger structural change in the communities were the key enablers. The supportive management team, which not only reviews but reflects periodically and is willing to do things differently, was the other main enabling factor.

The promotion of transparent and inclusive governance within CARE and partner teams, by creating a safe space for frank dialogue between men and women at all levels of an organization, was key to engaging staff at all levels in this exercise.

Adding value to the efforts were the use of a tool that is extremely low-cost and low-tech, and a low-time-input discussion that was conducted in the space of the regular staff meetings, several times a year. 

One barrier that staff identified is that it can be very difficult to create a safe space to talk about deeply held gender norms. They must work hard to facilitate these spaces, and to make sure that it flows beyond just project staff to the organizational leadership in all partners. Otherwise, peers or supervisors who have not participated can put peer pressure on staff to reverse their behavior.
	Impact 2: The use of the CLA approach and the Personal PPT tool improved the quality of gender programming and accelerated gender outcomes across the Pathways program in Mali. This process resulted in the following: 

-Increase (from 10% at baseline to 47% at endline) in the number of women who report decision-making control over household assets;
-Increase in women’s decision-making capacity over household income and expenditures (now 48% from 25% at baseline);
-Significant change perceived around the practice in family consultation and decision-making: “Now there is some change in decision-making, because in the past our husbands would make decisions on their own, now they consult with us”;
-Decrease in the number of men who accept household-based gender violence from over half (55%) to less than 20%;
-Significant changes in men respecting women’s opinions. Evidence suggests that men’s respect for women’s opinions has extended even to the public sphere: “Before, we didn’t have enough consideration for women. In village meetings, we wouldn’t consult them, but now we consult them and also take into account their views.”



