
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

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?

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. 
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	Summary: Sustainable Action for Resilience and Food Security (Sabal) is a five-year program in Nepal funded by USAID Food for Peace (FFP) in October 2014 and implemented by Save the Children and a consortium of partners. Sabal’s goal is to improve food security and resilience in targeted districts of Central and Eastern Midhills of Nepal. Its activities improve livelihoods, health and nutrition, disaster risk reduction and climate change adaptation (DRR/CCA). 

During April-May 2015, Nepal suffered devastating earthquakes. In response, Sabal expanded program activities to five additional earthquake-affected districts. However, less than two years later, budget cuts forced Sabal to end implementation in these expansion areas and refocus on the six original districts. This challenge turned into an opportunity for Sabal to identify sustainability strategies to graduate Sabal community groups out of assistance and link them to local governments.

Sabal utilized the CLA approaches of "M&E for Learning," "Pause and Reflect," and "Adaptive Management" to identify sustainability strategies, assess the level of self-reliance among community groups, tailor interventions based on the data, and gain consensus and buy-in among internal staff, consortium partners, and the local government. As a result of CLA approaches, Sabal registered high-performing community groups with the government and linked these groups with local resources and leaders. At the same time, Sabal identified poor performing groups and built their capacity and self-reliance through targeted trainings and community capacity building. These efforts have resulted in improved local ownership of Sabal groups and will enhance the sustainability of Sabal's development outcomes.
	Impact: The use of the "M&E for Learning" approach and literature review improved Sabal's understanding of approaches to sustainability and broaded the staff's knowledge base on which strategies have worked (or not worked) for other implementers and contexts. This approach actually shifted the focus of Sabal's team from an emphasis on the direct implementation phase to an emphasis on really thinking deeply and creatively about how to maintain the effects of Sabal's work over the past five years. 

The "Pause and Reflect" approach has greatly improved team dynamics and collaboration across the various staffing levels (Central level, District level, Community level field workers). At the beginning of the group capacity assessment process, field staff at the district and community levels actually felt that the additional data collection was a burden imposed by the Central office. They were not convinced of the value of the exercise for improving sustainability, and in some cases they were concerned that the results of the group assessments might reflect poorly on them and their work with the groups. The "Pause and Reflect" approach was incredibly important for getting the buy in of the broader Sabal team, identifying and addressing concerns, and for clarifying that a rating of "poor" or "average" did not mean the respective Sabal staff working with that group had failed, but rather that this was an opportunity to further work with that group to improve their capacity and sustainability. The "Pause and Reflect" approach enhanced staff ownership and understanding of the assessment tool and intended data use, and also improved dynamics and understanding among team members across the program hierarchy.

Lastly, the "Adaptive Management" approach to using the group capacity data and categorization has improved linkages between the Sabal team and other partner organizations such as the government and NGOs. By presenting the data to the partners and working with them to form agreements for continued support of the groups, the Sabal team has built stronger relationships and connections to colleagues outside of the consortium members. 
	Why: Sabal’s prime implementing organization, Save the Children, has a global strategy that prioritizes the development of systems for data collection, learning, knowledge sharing, and adaptive management. As a result of the many contextual and operational changes that occurred in the first few years of Sabal implementation, Sabal staff know CLA approaches very well and quickly identified an opportunity to use these approaches to test and evaluate strategies to improve the management and sustainability of Sabal farmer's groups, EHFP groups, and DRR/CCA groups. 

Additionally, the Sabal team was keenly aware of the challenges related to sustainability, and had read "Sustaining Development: A Synthesis of Results from a Four-Country Study of Sustainability and Exit Strategies among Development Food Assistance Projects." This study, published in 2016 by USAID FFP, FANTA, and Tufts University, identifies four factors for program sustainability: (i) sustained resources, ii) sustained capacity, iii) sustained motivations and iv) sustained linkages. 

The early phase out of five earthquake-affected districts provided a clear opportunity for the Sabal team to test and monitor a sustainability strategy for the program's groups based on these four sustainability factors. The timing also aligned with USAID FFP's 2019 Pipeline and Resource Estimate Proposal (PREP) process, which required Sabal to develop and submit a sustainability and exit strategy to shift ownership of interventions to beneficiaries and the local government. Sabal applied CLA approaches throughout this process. 
	Factors: Strong support from Sabal's senior management team for CLA approaches greatly enabled the team to use M&E for Learning, Pause and Reflect, and Adaptive Management approaches to improve sustainability of Sabal's community groups. Sabal's strong and skilled MEAL team was also an important enabling factor, as they led the process of developing the assessment tools and transitioning them from paper to digital for better data quality and faster data analysis. Save the Children HQ staff also helped the Sabal team to refine and finalize the capacity assessment tools and the group graduation action plans.

Adequate resources for training and meetings on group sustainability were also important factors to enable the use of CLA approaches. Field staff had to be thoroughly trained on the use and implementation of the group capacity assessment tools, which increased trust in the data and ownership of the process across all staffing levels. 

Sabal faced some early challenges, as field staff at first were concerned that the group assessments would act as a performance evaluation on the quality of their work with the groups. In order to resolve this challenge, resources and time were necessary to enable the participation of field staff in the "Pause and Reflect" meetings to ensure that concerns were identified, discussed, and addressed. This process resulted in better ownership of the results and next steps across the Sabal team.

Regular follow up by the Sabal center team on the progress of "average" and "poor" groups has been a major enabling factor for "Adaptive Management" and ensuring that Sabal follows through and is accountable for improving the capacity and sustainability of the community groups. Finally, the interest and participation of all the consortium partners – from across a wide range of organizations – and the USAID Mission were critical enablers in the entire process.

	CLA Approach: First, the Sabal team used "M&E for Learning" approaches to identify data and secondary literature on sustainability best practices and strategies, and determined that the Tufts sustainability study offered the best approach and actionable recommendations for ensuring the sustainability of Sabal's community groups and associated interventions. Sabal's M&E team, in coordination with Cluster Coordinators and relevant thematic staff, developed a tool that assessed groups based on the four factors for sustainability: sustained resources, capacity, motivations and linkages. The team then applied this tool to assess Farmers' Groups (FG), Village Savings and Loan Associations (VSLAs), Community Disaster Management Committees (CDMCs), agriculture Local Resource People (LRPs), Village Animal Health Workers (VAHWs), Enhanced Homestead Food Production Groups (EHFPs) and Village Model Farmers (VMFs). Sabal analyzed the results and categorized each group into one of three categories: “good,” “average,” or “poor.” At first this tool was administered using paper-based forms, but halfway through the process the Sabal team decided to switch to a mobile data collection tool to speed up data entry and analysis, and to improve data quality.

Sabal then utilized "Pause and Reflect" approaches to discuss the data and findings with group members, government service providers, and relevant Sabal staff. As part of this process, Sabal used "Adaptive Management" approaches to jointly decide on tailored interventions and capacity building strategies for each group depending on the group's category. 

Sabal's frontline workers (SFs) linked groups in the "good" category to existing and potential government service providers such as the District Agriculture Development Office, District Livestock Services Offices, Rural Municipality (RM), and other agencies that supply relevant information, services, subsidies and resources. They also worked to register these groups officially with the government. This process lists Sabal promoted groups as recognized agencies by the local government, and they are incorporated into the government records. As a result, whenever the local government wants to implement health, nutrition, agriculture, or DRR/CCA activities using a group approach, they will give priority to the groups which are registered in their system. Additionally, officially registered groups have better access to local government resources such as money, tools, or in-kind support. To date, Sabal has facilitated the registration of approximately 50% (approximately 1,400) of all farmers' groups with the local government. Moreover, Sabal is also supporting these groups with the development of business and enterprise plans.

For groups categorized as "average," SFs are providing regular coaching and mentoring for the group leadership to improve the group capacity and sustainability. This process also requires the SFs to provide additional training directly to group members on topics relevant to the type of group - for example, the farmers' groups receive additional trainings on the use of improved seeds and agriculture technologies. Lastly, the SFs also link the "average" groups to existing local resources such as insurance agencies, local banks and micro finance, and village animal health workers to improve access to localized skills and resources with the intention of enhancing sustainability.

For groups categorized as "poor," SFs provides intensive support in addition to the group coaching and mentoring approach applied to both average and poor groups. For "poor" groups, SFs train additional community members to act as group leaders and resource people. This includes the training, resourcing, and empowerment of additional Sabal-supported Local Resource People (LRPs), Lead Farmers, and Village Animal Health Workers. This approach intends to increase availability of experts and advisors at the local level to support these low-performing groups. To improve the sustainability factor around motivation, Sabal also brings in visiting members of "good" performing groups to promote cross-learning and sustainable capacity, as well as linkages between groups.

For all of the groups, Sabal also created linkages to another USAID project working in the area, which has agreed to extend continued support to Sabal groups. This project, as well as Sabal's government partners, have committed to work on maintaining the groups in the "good" category and continuing to mentor the "average" and "poor" groups.
	Context: The Sabal project began in October 2014 with implementation in six districts of Nepal. In April and May 2015, devastating earthquakes hit the country. Recognizing the need to provide emergency assistance and to support recovery in heavily affected areas, and with support from USAID FFP, Sabal expanded its coverage into five additional districts heavily impacted by the earthquake. Work in these five earthquake expansion districts continued for about two years. However, budget cuts in 2017 and 2018 forced Sabal to end programming in the expansion districts and focus programming only on the original six districts.

Sabal also dealt with serious governmental challenges due to local elections in 2017, the first in 20 years, and a major shift in the GoN’s administrative structure. Sabal works closely with the GoN on program implementation and had developed close and productive relationships with national ministry staff and local government bodies including the Village Development Committees. After the elections and administrative restructuring, many staff, local structures, and administrative units were replaced.  Due to a change in the governance structure to a federal system, the existing 164 Sabal focus VDCs became 43 Municipalities. These recurring contextual changes contributed to Sabal's culture of learning and adaptive management, and prompted the use of CLA approaches for sustainability.

Sabal conducts its activities primarily using several types of community groups: Farmers' Groups (FG), Village Savings and Loan Associations (VSLAs), Community Disaster Management Committees (CDMCs), agriculture Local Resource People (LRPs), Village Animal Health Workers (VAHWs), Enhanced Homestead Food Production Groups (EHFPs) and Village Model Farmers (VMFs). The close out of the five earthquake expansion districts prompted Sabal to think deeply about the sustainability of these groups. The team decided to gather data and evidence on best practices for sustainability, test these approaches, and monitor the performance of groups with the goal of "graduating" the groups to sustainability. Sabal created a group capacity assessment tool to evaluate the capacity of each group. Strong groups were linked to the government systems and resources, while weaker groups received tailored leadership support and mentoring to enable them to improve and "graduate" to sustainability.
	Impact 2: As a result of these CLA approaches, Sabal has worked closely with local governments to present its sustainability strategy, discuss the group capacity assessment data, and outline next steps for maintaining the "good" groups and improving the performance of the "average" and "poor" groups. This process has actually facilitated stronger partnerships and buy-in overall between Sabal and the local governments. For example, during 2018 forty-one municipalities allocated a total of USD 9,835,014 from their own budget to Sabal promoted activities and technologies covering livelihoods, health, nutrition, WASH and DRR/CCA. The focus of this funding is to enhance linkages with the government, Sabal community groups, and Sabal-promoted activities. 

As Chiranjeevi Paudel, the Ward Chairperson in Sisneri, Makawanpur stated, "We too desire institutionalizing all the groups that Sabal has formed and providing continuous support to them is obvious. Our municipality has allocated the budget on similar activities that Sabal has promoted that will be continued after the project period as well. We are also serious to work with even the weaker groups to uplift their status to good groups." 

Sabal has been a visible advocate for the local government at ward, municipality, and district levels to integrate the Sabal interventions into the local annual development planning process. Sabal has achieved some early success in this effort, with local governments incorporating activities like improved seeds, plastic tunnels, SIYB and vocational trainings, and DRR-CCA emergency fund creation into their operations. The Sabal groups have seen this early success and have expressed increased motivation to participate in the groups and continue practicing the techniques promoted by Sabal. The registration of the community groups by the local government has further motivated the group members, because it makes them feel as if they are part of something permanent with access to longer term resources. Some groups have already received resources and public services from their local government, and in several cases members have been supported by the government to start micro-enterprises. 


