
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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

	Case Title: 

	Submitter: JoDee Fairbanks
	Organization: Adventist Development and Relief Agency (ADRA)
	Caption: Photo Caption & Credit: Describe your image and name the person or organization that owns the photo. Example: Participants collaborate during USAID/Colombia MEL Project Workshop. Credit: USAID/Colombia.
	Case Title: Resilience in Ecuador: Adapting Disaster Risk Reduction Programming During the Pandemic
	Image_af_image: 
	Summary: Be sure to spell out all acronyms in this (Approximate Word Limit: 200-250)We're looking for a brief overview of your case in narrative form that includes a short description of:- The context of your case- The organizational or development challenge that prompted you to use a CLA approach- The CLA approach you used- The outcomes of your CLA approach

"Ecuador Resiliente" (2019-2020) project aimed to increase resilience and contribute to strengthening institutional and community disaster management capacities. The project focused on vulnerable groups in the Ecuadorian provinces of Pichincha, Carchi and Sucumbíos. The program worked with local government and other stakeholders to build the capacity of various groups (community members, teachers from educational institutions and members of institutions involved in risk management) in Disaster Risk Reduction, develop DRR plans and activities at community and institutional levels, and raise community disaster awareness and preparedness. As activity implementation gained momentum, the onset and explosion of the COVID-19 pandemic imposed a new reality, which required an adaptation of strategies and activities so as to achieve its objectives. The project activities, for the majority of the beneficiaries, had to be restructured for virtual training. While this excluded some, due to a lack of digital access, we found that the younger population got involved and helped cover the gap. In the end, we reached a brouder demographic due to our CLA approach. 


	Impact: If not for the project team’s collaboration and experience in information technology, combined with the communication professional’s added capacity, it is unlikely that the project would have been such a success.  The promotion of an atmosphere of openness and mutual listening, as well as creating the space for constant conversation and reflection on project progress, was also key, as it allowed all members to sincerely communicate their strengths and weaknesses, and for individual learning needs to be quickly identified and addressed. Collaboration with external actors enabled a better understanding of stakeholders’ needs, including those of the families of the communities that later became trained members of the emergency brigades.  The same was true for the needs of the teachers at educational institutions who were responsible for developing Institutional Risk Reduction Plans, and for the members of the Emergency Operations Committee of each province.Regular pause and reflect opportunities allowed improvement of the eLearning experience.  For example, when it became evident that engagement with the lecture format of the trainings was flagging, the team focused on making them more interactive.It was not easy or quick to develop all the elements to transform the training to virtual mode. Separately, the training materials for communities, teachers and institutions took an average of two to three months, but without the Collaboration, Learning and Adaptation approach, the project objectives would not have been achieved. As a result, there is a current (ongoing) exercise to systematize/document project lessons and practices, in order to institutionalize the steps taken to achieve these hard-won victories and implement them not only within ADRA Ecuador, but across ADRA’s network of offices.
	Why: At an institutional level, projects are designed around the CLA framework. "Ecuador Resiliente" was a collaborative project between the National Risk and Emergency Management Service (SNGRE), the Ministry of Education (MINEDUC), the Risk Management Units (UGRs) of the Municipal Governments and community authorities.  Collaboration was built into its design, and the project aimed to be inclusive in its capacity-building efforts with entities, communities, and individuals. This cannot be done in isolation, so the collaborative nature of the CLA framework was vital from project inception. All stakeholders should have a voice in decision-making and implementation of disaster risk reduction plans and actions in places where they are affected. This helps create ownership of project activities and contributes to long-term skills-building within the communities that we serve.In addition, we recognize that learning and adaptation and are integral to project effectiveness. The project took place in a multi-hazard context across differing geographical areas, so agility was required to adapt project activities to a variety of contexts.  Project adaptations developed out of the evolving necessity of the moment, and in line with the CLA approach. This allowed the project to connect all the actors (internal and external) of the intervention in an agile way, and to adapt the project in a context that endangered its continuity, since all the formative (training) activities were interrupted by the pandemic.
	Lessons Learned: In the Ecuador Resiliente project, the CLA framework and approach was fundamental because it was a project designed and planned to be carried out in person and, shortly after its inception, the COVID-19 Health Emergency was declared, and the State of Emergency and all its associated restrictions and with it. Therefore, the project required a general rethinking and redesign of activities. Making such extensive modifications required a great deal of internal and external collaboration: listening to all actors about their changing needs and capacities; in migrating to a virtual intervention modality; frequent monitoring to measure the effect of the changes and whether they were in line with objectives; and, finally, ongoing adaptation based on the information obtained. It was very important to know the level of openness and availability of the beneficiaries with respect to the new training methodology—to know the reality of each beneficiary in the home environment, the restrictions of connectivity, equipment, and even time, in order to rethink the scenarios, adapt the activities, and eventually achieve the indicators.
	Factors: Enabling factors: 1) Spaces provided to pause and reflect; 2) management support for adjusting and adapting to the virtual modality and enlisting the help of additional experts to fill capacity gaps.  3) ADRA's positive, pre-existing relationships with local authorities, especially the Risk Management Units (UGRs), the National Risk and Emergency Management Service, and the Ministry of Education.  These facilitated coordination and transparent collaboration. Limitations: 1) Procurement of computers was originally carried out using a set of criteria per the original project design.  However, needs changed when the project design was adapted, and the capacity of original computer equipment did not meet the new standard for digital implementation.  Project staff had to make do with stopgap measures. 2) The pandemic itself made coordination with local actors difficult as the Emergency Operations Committee (COE) platform was focused on immediate pandemic needs. This decrease in the prioritization of DRR caused a delay.  3) Another delay occurred at the onset of the pandemic when all activities had to be stopped.  Time was needed to learn and adapt to the new reality, and to initiate a change in project culture and processes.  Unfortunately, was time that had originally been allocated for implementing project activities. A project extension was not feasible, due to another limitations. 4) Resources.  Every project is bound by cost, time, and scope.  At pandemic onset, resources had already been expended toward in-person activities, some of which could no longer be used with the move to the digital space.  Funds were limited not only for project implementation but also for the conversion itself.   The main suggestion is to incorporate the CLA strategy from the design phase of the project, as was done in this project.  It sped up adaptive management and provided the flexibility for the allocation of necessary resources.
	CLA Approach: The project began with the premise that, without the periodic analysis of the fulfillment of objectives and decision making based on  the results obtained, it could not adjust to meet the changing reality on the ground. This concept was built into the tools and processes of the project at project design and was implemented from project startup.  “Ecuador Resiliente,” from its inception, was a collaboration between various entities at various levels of government in Ecuador.  Communication and collaboration—already part of project culture—played a significant role in how the project adapted to obstacles.     When the 15-day state of emergency was nationally declared in response to the global pandemic, the situation did not seem so serious and was perceived as merely a pause of activity. But as it began to extend and the number of infections rose, concern increased about the relationships and coordination that had been left on hold in the field.  “Collaborating” was necessary among all external and internal stakeholders to gather information on their needs and priorities to determine the best way forward given the pandemic restrictions.  This was fostered through listening and dialogue with community leaders and municipal government UGRs.  It was determined that, in terms of “Learning,” the technical evidence base was still in place, but the operational scenario had changed.  Based on the information gathered, it was clear that the project needed to “Adapt” if it was going to continue, and that to safely continue almost all the activities would have to move to the virtual, digital space.  This required a fundamental project “Culture” change: key criteria in hiring the project staff at project outset, for example, included a different skill set than that which would be required for virtual implementation.  The skills and strengths of the project team had to be evaluated and then supported to undertake distance training, which process required openness and trust on the part of the team. As a result, capacity was added in the form of a specialist in communication and audiovisual production to accommodate the virtual learning. In addition, through a needs/strengths assessment process, it was determined that the community and government stakeholders’ capacities in the use of technologies also had to be built.  This required the strengthening of relationships, which was facilitated by the fact that most external relationships already had a strong foundation from the first phases of in-person implementation. Being moved to the virtual space, through dialogue with the communities and other stakeholders, the project was able to again advance in its objective of raising community disaster awareness and preparedness.  Monitoring of the changing operational context was ongoing for the life of the project.  This included implementing more frequent and clearly defined monitoring activities to gather information on the effectiveness of the new methodology to inform decision making. The project team met frequently to examine this information and reflect on how to improve.  Adaptations resulting from this process included the inviting expert trainers from other key institutions to present, as well as using games, contests, and promoting conversations and discussions with attendees which were based on everyday cases from the lives of families and the community. Project team dialogue was also facilitated by providing spaces to evaluate strategies, modify them, and re-implement them elsewhere to stay relevant.  Accompanying this were modified tools for feedback from all project stakeholders (such as quizzes and anonymous feedback forms), to learn about their needs and suggestions for implementation.The team evaluation workshops and the decision to systematize the experience complemented the learning efforts, making it possible to share the experience and lessons learned.     
	Context: The 2019-2020 “ Ecuador Resiliente" project aimed to increase resilience and contribute to strengthening  institutional and community disaster management capacities in the Ecuadorian provinces of Pichincha, Carchi and Sucumbíos, with a focus on vulnerable groups.  The program worked with government and other stakeholders to build the capacity of various groups (community members, teachers from educational institutions and members of institutions involved in risk management) in Disaster Risk Reduction, develop DRR plans and activities at community and institutional levels, and raise community disaster awareness and preparedness. As activity implementation gained momentum, the onset and explosion of the COVID-19 pandemic imposed a new reality, which required an adaptation of strategies and activities so as to achieve its objectives. At project onset (pre-pandemic), a team of technicians with experience in risk management and assessment through face-to-face training was convened. The project was then presented and explained to community leaders, agreements were reached in assembly, activities were coordinated, and information was gathered to determine the number of beneficiaries (available to work in the communities). Implementation started with general training on risk management to initiate work on community emergency plans, emergency maps, risks and resources, and the formation of Community Risk Management Committees (CRMC). The training material and methodologies were initially designed for in-person training.  However, with the declaration of the COVID-19 pandemic, the methods, tools, and training spaces needed to be adapted to respond to the new reality.  After a period of reflection and adjustment based on emerging learning, a remote modality was implemented with digital tools to ensure protection against COVID-19.  In this way, the project was able to still reach targeted community members, all of whom participated through lockdown measures of varying degrees for the duration of the project.
	Impact 2: Following  the CLA framework, adaptations and progressive improvements (based on real-time data and other evidence) were made to the tools used for virtual training. By doing this, the project pivoted from in-person training to remote interaction with beneficiaries, capacity building, and reinforcing of messages. This new approach had an inadvertent multiplier effect, training over double the number of originally targeted participants as entire family involvement was possible now in the trainings, rather than the one representative per family in the in-person design.There is always a risk in remote learning that participants disengage from the content—connecting to the meetings but with the camera turned off, without paying much attention to the content.  But evaluations two months after the trainings showed that 79% of participants retained the skills and knowledge, evidence of their engagement with and interest in the content.Schoolteachers were also sensitized, helping them to strengthen their Institutional Risk Reduction Plans and improve risk management in their educational institutions. In this group, 401 individuals passed the course.Additionally, the BHA certification courses had only previously been authorized for in-person implementation.  By working collaboratively with a group of certified instructors, the project team was able to create a pilot eLearning version of these courses which has now been provisionally approved for implementation in the region, especially for contexts in which in-person training is not feasible This same team of certified BHA instructors was highly motivated to continue researching digital learning tools and incorporate them into their training activities. Lastly, the project saw a strong potential for success in engaging and mobilizing youth as change agents with the educational app. This is a significant result, as youth are usually marginalized in this type of programming. 


