
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

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. 


	Blank Page
	Blank Page
	Blank Page
	Blank Page
	Blank Page
	Untitled

	Submitter: Ashleigh Mullinax and Ann Wahinya
	Organization: Global Communities
	Caption: Kenya DREAMS Project Managers Using the MERS Handbook to Assess and Adapt Program Activities
Credit: The SEEP Network
	Case Title: Working Outside of the Box: Adapting a Health Program to Become Market-Aware 
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	Summary: Global Communities' Kenya DREAMS project was an unlikely candidate to attend the 2018 SEEP-supported workshop on Minimum Standards for Economic Recovery (MERS). Firstly, DREAMS is typically categorized as a "health" project since its ultimate project goal is to reduce the prevalence of HIV infections in adolescent girls in Kenya. Secondly, DREAMS is a development project, not a humanitarian response project typically associated with the MERS. Despite these assumptions, Global Communities exhibited openness, a commitment to learn and dedicated resources to send two DREAMS representatives to the workshop in Amman, Jordan.

The DREAMS project representatives surprised everyone in attendance at the workshop with their ability to quickly connect MERS principles to their work. Utilizing CLA approaches such as Pause and Reflect, the DREAMS attendees applied learning on MERS to determine areas within their project that could be made more market-aware. Following the workshop, the DREAMS project engaged in Continuous Learning & Improvement by sharing out key learning from the MERS workshop with team members. Following the openness of project management to adapt programming to incorporate MERS, DREAMS then began extensive external collaboration with key project stakeholders including their Technical Advisory Committee and the Sub-County and Ward Advisory Committee who had significant input into deciding on next steps to integrate MERS into program activities. DREAMS developed a market assessment tool with input from multiple sources and began to adapt programming to support a more market-based approach when facilitating economic opportunities for adolescent girls in slum areas in Kenya. While the project is still assessing formal outcomes of this adaptive management approach, initial feedback has been positive, both from program beneficiaries and the business communities within which the project operates. 
	Impact: The ability of the DREAMS team, a "health" project, to learn more about MERS has resulted in an increase in their (and subsequently their local partners) knowledge of market systems. They've had to institute a change process to shift the program's thinking around livelihood development and economic development activities but by doing it in a slow and calculated manner, they have sustainably brought about change in their project's mentality and operations. This shift in thinking has also flowed down to the local partners who work with the adolescent girls to develop their business plans. 

Global Communities' DREAMS project is scheduled to close out in November of 2019. The result of embodying CLA to attend the MERS workshop, recognize the potential to adapt and improve programming and the ability to secure management and partner buy-in and resources has energized the project at a time when most programs would be primarily focused on closing out. There is a new sense of purpose and dedication to which the team continues to adapt and improve ultimately for the benefit of the adolescent girls for whom they work. 

Going forward, the team is committed to designing better economic empowerment programs that complement other technical areas. They are also committed to breaking down the technical silos that often accompany development work to ensure that programming works best for the beneficiaries in which it is intended instead of adhering to static program designs. 

	Why: Although not technically a "CLA project", Kenya DREAMS has readily embraced the principles of CLA. Following a 2017 internal MEL regional workshop, the MEL Specialist for the project spearheaded activities to develop a formal project-level learning agenda to validate major assumptions around their Theory of Change. 

The decision by Global Communities to become a Mainstreaming MERS partner with SEEP was a deliberate effort by the organization to invest in a learning opportunity to enhance technical capability and collaborate with industry experts. A core group of individuals at Global Communities initially supported this partnership and worked with senior management to secure support for the idea. Given that the partnership required financial resources, this demonstrated a commitment to CLA principles by Global Communities. 

When the opportunity attend the MERS workshop was presented to the DREAMS team, they immediately recognized the applicability of MERS to their work and saw this as an opportunity to learn, adapt and improve their activities around livelihoods to make them more market-based. Global Communities Headquarters had lengthy discussions to "make the case" about how the MERS training would be directly beneficial to the DREAMS project. Ultimately, it took multiple conversations and a willingness to look beyond strict technical pillars and management structures to realize that it actually made a lot of sense for DREAMS to participate. 





	Factors: Enablers: There were a number of enablers that allowed the Kenya DREAMS project to engage in CLA activities through the MERS training. The most important enabler was the support and openness of Global Communities' project and headquarters staff to send representatives from a health development project to a workshop aimed at humanitarian emergency response implementers. This support and willingness to adapt continued once Kenya DREAMS workshop attendees returned to Kenya where they began to disseminate and actualize the learning that they had gained from the workshop. 
-Another major enabler for DREAMS to engage in adaptive management are the existing channels for internal and external collaboration that were already in place within the project prior to the workshop taking place. By having established and strong relationships with the members of the Technical Advisory Committee and the Sub-County and Award Advisory Committees, DREAMS already had a receptive audience to their proposed changes. 
-Similar to established partner networks, the project also has existing platforms and strategies that they use to learn and adapt. Within the DREAMS project, there is an expectation that any learning gained by staff will be disseminated more broadly. This expectation for knowledge sharing, led the two workshop attendees to think practically about the information that they received to ensure that it would be applied to their work once the workshop ended. The project also regularly engages in After Action Reviews (AARs) and adapts accordingly which essentially gave them "practice" in adaptive management long before the MERS workshop took place.

Barriers: The biggest barrier to the Kenya DREAMS project utilizing a CLA approach to integrate MERS into their programming was the siloing of the DREAMS project into a specific slot (health, youth and development). It took a number of conversations to get past the preconceptions of the DREAMS project to recognize its complexity and interwoven nature....something that is true of all development projects. 
	CLA Approach: After many discussions internally between headquarters program and technical staff, MERS organizers and the DREAMS project, the decision was made to send two DREAMS project staff members to the MERS workshop in Jordan (Openness and Continuous Learning and Improvement). One of the workshop activities was a group exercise where each program team used MERS to benchmark different aspects of program quality (Pause and Reflect). Using the MERS workbook, DREAMS staff were quickly able to identify weaknesses in their program related to market-systems development that could be improved. The DREAMS representatives developed a table listing out the MERS standard, the opportunity for change that they saw within the program and actions to be taken following the workshop. Opportunities identified included educating their field staff on market systems, conducting a thorough market assessment to identify key livelihood opportunities for their target groups, conducting a pre-crisis analysis to prepare local market actors for future events and investing in ways to include a more facilitative approach in the DREAMS livelihood activities. 

After the workshop, the DREAMS representatives traveled back to Kenya armed with a number of ideas to better mainstream MERS into the project. First, they held a DREAMS program meeting where they debriefed the internal team and shared information about the MERS standards and what they had learned at the workshop (Knowledge Management and Continuous Learning and Improvement). Then, they presented this information to key project stakeholders including their Technical Advisory Committee (TAC) which is made up of Global Communities program staff and sub-grantees implementing partner staff. The information was also shared with the Sub-County and Ward Advisory Committee (SWAC) which is made up of various representatives including DREAMS beneficiaries, government line ministries, civil society organizations, service providers, corporate organizations and community health volunteers (External Collaboration). During this meeting, the DREAMS team presented information on MERS and also shared their suggestions for opportunities for change. Following the meeting, key stakeholders were better able to connect the project's economic empowerment activities with the latest thinking in market systems work. 

After gaining buy-in from key stakeholders, the DREAMS team designed a market systems assessment tool to carry out a study in their operating area. Using support from Global Communities HQ and existing industry guidance, they designed the tool and once again shared it with the project's Technical Advisory Committee who provided feedback. Once this feedback was incorporated into the design, the tool was once again shared with the SWAC for further comment and input. Currently, the tool is ready to pilot in the sub-county of Kamukunji (Adaptive Management).

While this adaptation required additional staff time and resources, DREAMS was able to utilize many existing platforms for collaboration such as the Technical Advisory Committee and the Sub-County and Ward Advisory Committee (SWAC) that were already set up and functioning for the project. Additional resources were utilized from a separate project grant to conduct the market assessment. However, the team realized that they could also leverage existing resources by using their program health workers, mentors and case workers to help with the assessment (Resources).


	Context: The Determined, Resilient, Empowered, AIDS-Free, Mentored and Safe (DREAMS) project is a USAID and PEPFAR-funded program with the goal of reducing new HIV infections among adolescent girls in Kenya. To accomplish this, the program takes a two-pronged approach to provide customized individual support to adolescent girls and young women while also strengthening education, health, social and economic systems to create lasting positive impacts for at-risk adolescents and young women.

In 2018, Global Communities became a learning partner with the SEEP Network on the Minimum Standards for Economic Recovery (MERS). In this partnership, Global Communities agreed to work with SEEP to better institutionalize the standards into its programs. Activities undertook as a result of the partnership included an assessment led by SEEP to better understand existing knowledge and practice around MERS and, based on the findings from the assessment, development of a tailored workshop (November 2018 in Amman, Jordan) to train Global Communities staff on MERS. 

When planning for the MERS workshop in Amman, Global Communities evaluated which of its programs would most directly benefit from the intensive training on MERS. Initially, we focused on our humanitarian programs in Yemen and Syria since they were directly working in humanitarian response and were the logical recipients for the training. While the Kenya DREAMS project was not the most obvious choice to attend, the case was made and ultimately accepted that, due to the fragility of their operating environment and the focus of the project on creating economic opportunities for program beneficiaries, DREAMS should participate in the workshop. Even though DREAMS is a long-term development project and not a humanitarian one, recurrent crises often occur in the slums in which the project operates. These crises affect DREAMS' target beneficiaries and Global Communities often ends up becoming the de facto responder to emergencies. 
	Impact 2: While it's too early to fully tell what effects taking a CLA approach by integrating MERS into the Kenya DREAMS project will have, they have already observed some positive effects. By taking the approach to train their local partners in MERS, this has cascaded down to the work being done by the project's entrepreneurship facilitators who work directly with the adolescent girls. The technical support and advisory services provided to the girls has improved and the business plans that they are developing together are now more market-based and responsive to the market systems existing around them. The hope is that by helping the girls from the beginning think about market-based economic opportunities, the activities in which they engage will last longer and be more successful financially. The project has already seen girls branching out into new business areas like online work, photography and agribusiness. On demand side, the Kenya DREAMS project has also connected the girls with local business committees to keep current on the latest market needs. Finally, the intentional engagement with local stakeholders around creation of the market assessment tool has led to increased local ownership.

DREAMS will continue to measure the effects of integrating a more market-based approach into their project. They will keep monitoring existing indicators around longevity of businesses started by project beneficiaries but will add additional ones measuring income and diversity of businesses started. The project is also planning to conduct an evaluation to measure how well the project is meeting the demand-side of the market. Finally, sensitization and training to beneficiaries and local partners will continue through an adaptation of the project's entrepreneurship training. If additional training on market systems is incorporated into the training modules, the project is contemplating tracking attendee knowledge before and after the training has been completed.   


