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Summary:

In 2017, USAID and Gap Inc. formed the Women + Water Global Development Alliance to improve and sustain the
health and wellbeing of women and communities touched by the apparel industry in India. The Alliance empowered
women to become change agents for water, sanitation, and hygiene (WASH) management in their communities. A
reflection session after the first year identified that the theory of change did not properly address WASH governance
issues, affecting the Alliance’s ability to achieve its full impact.

Women + Water quickly decided to leverage new CLA approaches to resolve this development challenge by
increasing external collaboration and the scale of stakeholder engagement while revisiting the theory of change. This
collaborative process brought WaterAid to the conversation, along with their deep knowledge of local communities
and their relative WASH infrastructure, and ultimately resulted in expanding the theory of change to include WASH
governance approaches. The Alliance further adapted by expanding their consortium to include WaterAid as a full
member, thereby increasing community engagement and an ability to incorporate continuous learning and rapid
adaptive management through beneficiary feedback. Just one year after executing this adaptation, the number of
people empowered to improve their access to drinking water and sanitation through the Alliance increased from just
under 70,000 to more than 900,000 with an anticipated final reach of more than 2 million people. Beyond this
development impact, the success of the CLA approaches employed had rippling effects among the Alliance and its
partners, fully embedding collaborating, learning, and adapting into its organizational culture.

Which two subcomponents of the Collaborating, Learning & Adapting (CLA) Framework are
most reflected in your case? Please reference them in your submission.

¢ Internal Collaboration e Openness

¢ External Collaboration Relationships & Networks

e Technical Evidence Base e Continuous Learning & Improvement

e Theories of Change ¢ Knowledge Management
e Scenario Planning ¢ Institutional Memory
\ e M&E for Learning e Decision-Making

e Pause & Reflect e Mission Resources

e Adaptive Management e CLA in Implementing Mechanisms



1. WHAT: 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?

In 2017, USAID entered into a Global Development Alliance (GDA) with Gap Inc. to improve and sustain the health
and wellbeing of women and communities touched by the apparel industry in India. The GDA, referred to as the
USAID Gap Inc. Women + Water Alliance, hypothesized that empowering women to become change agents for water,
sanitation, and hygiene (WASH) management would result in improved water management, access to clean drinking
water, and sanitation and hygiene practices at the individual, household, and community levels. The underlying
premise was that targeting and impacting women as individuals in their communities would have a ripple effect
leading to improved circumstances at the community level.

A key aspect of the GDA from the beginning was applying a monitoring and evaluation (M&E) for learning approach to
implementation, using the first year of implementation to test development hypotheses and ensure the target
interventions would achieve desired results. After the first year of implementation, the activity facilitated a
pause-and-reflect session to explore progress to date in relation to the work plan and theory of change. Through the
session, the Alliance identified the potential to achieve an increased reach by adjusting the theory of change and
implementation approach. For example, the team recognized that empowering a woman to take out a micro-loan for a
water tap could not be effective if there is no reliable water supply to draw upon, so aspects of WASH governance
needed to be considered. The development challenge facing the Women + Water Alliance was to determine whether
and how to leverage this new information into a programmatic adaptation.

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

CLA was intentionally resourced and built into the Women + Water Alliance from inception as a means to ensure that
data are systematically collected, analyzed, and leveraged to learn and adaptively manage the activity throughout
implementation. At the end of the first year the team facilitated a pause-and-reflect session which identified the current
development challenge. From there, the Women + Water Alliance decided to leverage their CLA knowledge in order to
adapt and evolve the program, bridging implementation gaps identified after year one. Since the Alliance is directed
by two funders and implemented by a consortium of multiple implementing partners, the process for identifying
solutions needed to be highly collaborative and based on evidence and programmatic learnings. CLA approaches are
designed exactly for this purpose. Of particular focus was the need for increased external collaboration with
stakeholders who were not consulted at design stages and a systematic review of the theory of change to determine if
and how it may need to evolve. Ultimately, the activity team looked to CLA to assist in adjusting the theory of change,
increasing the engagement with local community governance representatives and other stakeholders, and leveraging
learning into adaptive management by adding an additional implementing partner to address newly-identified needs
and improve the net benefit to Indian women and communities.



3. How: 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.

Through utilizing a CLA approach, the Women + Water Alliance identified an unanticipated development challenge
in that their theory of change didn’t account for the lack of WASH governance and oversight within communities.
Without this governance, efforts to empower women to improve WASH-related practices would always be limited.
This is where a new CLA approach was needed, and it had to be one focused on external collaboration to revisit the
theory of change.

Women + Water learned that there needed to be an increased push for WASH governance to ensure water was
reaching communities and households before behaviors around water usage could change. The question was how
to accomplish this. The activity facilitated a theory of change workshop to revisit the underlying logic of the model
and its critical assumptions. Building on previous experience and feedback, they included a broader set of actors
and stakeholders in the WASH space, including representatives of communities and one very important
organization, WaterAid. WaterAid maintains deep connections to communities and community leaders as well as a
strong understanding of existing water infrastructure and infrastructure needs. This engagement with WaterAid led
to an expansion of the theory of change, incorporating a key new branch of the logic model and tactical approaches
for operationalizing those theories. In many regards, this fresh and knowledgeable perspective was the missing
piece that solidified the Alliance’s objectives and invigorated the implementation approach.

In addition to incorporating a new complementary focus on community water needs such as access to water
pipelines, community water storage, and governance of shared water resources, Women + Water went a step
further to bring WaterAid into the activity as a consortium partner. This activity adaptation led to more frequent
engagement and collaborations with communities including the development of community water action plans and
partnerships for the governance of water pipelines and shared water resources. Alongside the increased
engagements with communities and community leaders, Women + Water prioritized beneficiary feedback to ensure
a continuous learning process and rapid adaptive management throughout the remainder of implementation. In the
end, this process of adjusting the theory of change, introducing a new consortium member, and more deeply
engaging communities in rapid learning and adaptation led to improved performance and a significant increase in
the reach and scale of the Alliance, now targeting two million people for improved access to clean water and
sanitation.



4. ORGANIZATIONAL IMPACT: 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?

Collaborating, learning, and adapting has had significant and sustained impacts on Women + Water, not only for the
immediate implementation team but for the partners and stakeholders as well. The CLA process enabled Women +
Water to bring more evidence-based learning into collaborative discussions with USAID, Gap Inc., partners, and local
counterparts, facilitating key adaptive management decisions that are having profound impacts on what the Alliance
can achieve. This opened communication channels wider than they otherwise could have been, while simultaneously
creating alignment and intentional convergence among all parties. While initial decision-making was heavily led by
Gap Inc., through intense program management and monitoring, there quickly became opportunities for organic
collaboration, learning, and contributions from a variety of stakeholders, truly earning Women + Water the title of
being an alliance.

Internally, the Women + Water team found that early successes earned through CLA efforts could have long-term
implications for the activity. CLA quickly became fully embedded in the team culture, as opposed to something
frequently discussed but never fully internalized across the team. At this stage, every member of the team sees value
in CLA and independently seeks opportunities to introduce innovations in the space and the Chief of Party regularly
incorporates CLA practices into team meetings and all-partner quality progress reviews, creating space for further
advancements of CLA approaches. Ultimately, this has resulted in introducing new learning questions, testing new
hypotheses and implementation approaches, adjusting what data to collect and when, selecting new performance
indicators, and setting ambitious goals. The team is operating in a much more collaborative and dynamic manner
than they were at the outset of the activity.

5. DEVELOPMENT IMPACT: 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?

The Women + Water Alliance’s strategic use of external collaboration to modify the theory of change and expand its
consortium to include key partners with strong ties to communities and government counterparts had significant
impacts on the Alliance’s development outcomes. The new governance-driven approach introduced by WaterAid
enabled broader reach of beneficiaries. Rapid feedback from those beneficiaries allowed Women + Water to deliver
more targeted, effective, and valued services and products. This includes a new focus on community water needs
such as access to water pipelines, community water storage, and governance of shared water resources by
developing over 1,000 village action water security plans. Ultimately, these CLA approaches led to transformational
adaptations. Prior to restructuring the theory of change and improving external collaboration, the Alliance had only
reached approximately 70,000 individuals. Just one year after WaterAid's involvement and full engagement, that
number jumped to over 900,000 people empowered to improve their access to drinking water and sanitation,
indicative of strategic adaptations that sound CLA-centered approaches can give rise to. At this point of
implementation, the Alliance is projecting that it will have reached over 2 million individuals by January 2023.



6. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff),
organizational culture, or business/work processes - influenced your results?
How would you advise others to navigate any challenges you may have faced?

The Women + Water Alliance has been committed to collaborating, learning, and adapting since its inception. It has
been intentional about incorporating CLA approaches at every opportunity and allocated resources accordingly at
all levels of the Alliance. The AOR and Chief of Party have been allies and advocates of CLA, encouraging and
empowering staff to seek innovative solutions whenever possible. As an Alliance, the consortium meets quarterly
for performance reviews to determine how the work can be done more effectively and efficiently, and to align on
how they talk about and operationalize their work, with consortium members regularly sharing learnings. This
culture of collaborating, learning, and adapting has been the bedrock of success for the Alliance, creating an
optimal enabling environment to find new CLA approaches. Without strong commitment and support from Alliance
leadership and dedication from staff and consortium members the success of these CLA efforts would likely have
fallen short of internal goals and expectations.

This intentional and resourced approach to CLA, with a strong CLA champion, is what Women + Water would
recommend to other activities struggling to internalize CLA approaches for their organizational and development
challenges. With a fairly large consortium, early and intentional coordination is paramount to achieve collective
success.

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.
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	Submitter: Ella Lazarte, Saswat Rath
	Organization: USAID/RFS & Gap Inc.
	Caption: Female community members in Madhya Pradesh, India develop village water management plans with support from the Women + Water Alliance. Photo credit: Vaishnavi Suresh, Gap Inc.
	Case Title: Expanding the Reach of Women + Water in India through Collaboration and Adaptation
	Summary: In 2017, USAID and Gap Inc. formed the Women + Water Global Development Alliance to improve and sustain the health and wellbeing of women and communities touched by the apparel industry in India. The Alliance empowered women to become change agents for water, sanitation, and hygiene (WASH) management in their communities. A reflection session after the first year identified that the theory of change did not properly address WASH governance issues, affecting the Alliance’s ability to achieve its full impact. 

Women + Water quickly decided to leverage new CLA approaches to resolve this development challenge by increasing external collaboration and the scale of stakeholder engagement while revisiting the theory of change. This collaborative process brought WaterAid to the conversation, along with their deep knowledge of local communities and their relative WASH infrastructure, and ultimately resulted in expanding the theory of change to include WASH governance approaches. The Alliance further adapted by expanding their consortium to include WaterAid as a full member, thereby increasing community engagement and an ability to incorporate continuous learning and rapid adaptive management through beneficiary feedback. Just one year after executing this adaptation, the number of people empowered to improve their access to drinking water and sanitation through the Alliance increased from just under 70,000 to more than 900,000 with an anticipated final reach of more than 2 million people. Beyond this development impact, the success of the CLA approaches employed had rippling effects among the Alliance and its partners, fully embedding collaborating, learning, and adapting into its organizational culture.
	Impact: Collaborating, learning, and adapting has had significant and sustained impacts on Women + Water, not only for the immediate implementation team but for the partners and stakeholders as well. The CLA process enabled Women + Water to bring more evidence-based learning into collaborative discussions with USAID, Gap Inc., partners, and local counterparts, facilitating key adaptive management decisions that are having profound impacts on what the Alliance can achieve. This opened communication channels wider than they otherwise could have been, while simultaneously creating alignment and intentional convergence among all parties. While initial decision-making was heavily led by Gap Inc., through intense program management and monitoring, there quickly became opportunities for organic collaboration, learning, and contributions from a variety of stakeholders, truly earning Women + Water the title of being an alliance. 

Internally, the Women + Water team found that early successes earned through CLA efforts could have long-term implications for the activity. CLA quickly became fully embedded in the team culture, as opposed to something frequently discussed but never fully internalized across the team. At this stage, every member of the team sees value in CLA and independently seeks opportunities to introduce innovations in the space and the Chief of Party regularly incorporates CLA practices into team meetings and all-partner quality progress reviews, creating space for further advancements of CLA approaches. Ultimately, this has resulted in introducing new learning questions, testing new hypotheses and implementation approaches, adjusting what data to collect and when, selecting new performance indicators, and setting ambitious goals. The team is operating in a much more collaborative and dynamic manner than they were at the outset of the activity.
	Why: CLA was intentionally resourced and built into the Women + Water Alliance from inception as a means to ensure that data are systematically collected, analyzed, and leveraged to learn and adaptively manage the activity throughout implementation. At the end of the first year the team facilitated a pause-and-reflect session which identified the current development challenge. From there, the Women + Water Alliance decided to leverage their CLA knowledge in order to adapt and evolve the program, bridging implementation gaps identified after year one. Since the Alliance is directed by two funders and implemented by a consortium of multiple implementing partners, the process for identifying solutions needed to be highly collaborative and based on evidence and programmatic learnings. CLA approaches are designed exactly for this purpose. Of particular focus was the need for increased external collaboration with stakeholders who were not consulted at design stages and a systematic review of the theory of change to determine if and how it may need to evolve. Ultimately, the activity team looked to CLA to assist in adjusting the theory of change, increasing the engagement with local community governance representatives and other stakeholders, and leveraging learning into adaptive management by adding an additional implementing partner to address newly-identified needs and improve the net benefit to Indian women and communities.
	Factors: The Women + Water Alliance has been committed to collaborating, learning, and adapting since its inception. It has been intentional about incorporating CLA approaches at every opportunity and allocated resources accordingly at all levels of the Alliance. The AOR and Chief of Party have been allies and advocates of CLA, encouraging and empowering staff to seek innovative solutions whenever possible. As an Alliance, the consortium meets quarterly for performance reviews to determine how the work can be done more effectively and efficiently, and to align on how they talk about and operationalize their work, with consortium members regularly sharing learnings. This culture of collaborating, learning, and adapting has been the bedrock of success for the Alliance, creating an optimal enabling environment to find new CLA approaches. Without strong commitment and support from Alliance leadership and dedication from staff and consortium members the success of these CLA efforts would likely have fallen short of internal goals and expectations.

This intentional and resourced approach to CLA, with a strong CLA champion, is what Women + Water would recommend to other activities struggling to internalize CLA approaches for their organizational and development challenges. With a fairly large consortium, early and intentional coordination is paramount to achieve collective success.
	CLA Approach: Through utilizing a CLA approach,  the Women + Water Alliance identified an unanticipated development challenge in that their theory of change didn’t account for the lack of WASH governance and oversight within communities. Without this governance, efforts to empower women to improve WASH-related practices would always be limited. This is where a new CLA approach was needed, and it had to be one focused on external collaboration to revisit the theory of change.

Women + Water learned that there needed to be an increased push for WASH governance to ensure water was reaching communities and households before behaviors around water usage could change. The question was how to accomplish this. The activity facilitated a theory of change workshop to revisit the underlying logic of the model and its critical assumptions. Building on previous experience and feedback, they included a broader set of actors and stakeholders in the WASH space, including representatives of communities and one very important organization, WaterAid. WaterAid maintains deep connections to communities and community leaders as well as a strong understanding of existing water infrastructure and infrastructure needs. This engagement with WaterAid led to an expansion of the theory of change, incorporating a key new branch of the logic model and tactical approaches for operationalizing those theories. In many regards, this fresh and knowledgeable perspective was the missing piece that solidified the Alliance’s objectives and invigorated the implementation approach. 

In addition to incorporating a new complementary focus on community water needs such as access to water pipelines, community water storage, and governance of shared water resources, Women + Water went a step further to bring WaterAid into the activity as a consortium partner. This activity adaptation led to more frequent engagement and collaborations with communities including the development of community water action plans and partnerships for the governance of water pipelines and shared water resources. Alongside the increased engagements with communities and community leaders, Women + Water prioritized beneficiary feedback to ensure a continuous learning process and rapid adaptive management throughout the remainder of implementation. In the end, this process of adjusting the theory of change, introducing a new consortium member, and more deeply engaging communities in rapid learning and adaptation led to improved performance and a significant increase in the reach and scale of the Alliance, now targeting two million people for improved access to clean water and sanitation.
	Context: In 2017, USAID entered into a Global Development Alliance (GDA) with Gap Inc. to improve and sustain the health and wellbeing of women and communities touched by the apparel industry in India. The GDA, referred to as the USAID Gap Inc. Women + Water Alliance, hypothesized that empowering women to become change agents for water, sanitation, and hygiene (WASH) management would result in improved water management, access to clean drinking water, and sanitation and hygiene practices at the individual, household, and community levels. The underlying premise was that targeting and impacting women as individuals in their communities would have a ripple effect leading to improved circumstances at the community level. 

A key aspect of the GDA from the beginning was applying a monitoring and evaluation (M&E) for learning approach to implementation, using the first year of implementation to test development hypotheses and ensure the target interventions would achieve desired results. After the first year of implementation, the activity facilitated a pause-and-reflect session to explore progress to date in relation to the work plan and theory of change. Through the session, the Alliance identified the potential to achieve an increased reach by adjusting the theory of change and implementation approach. For example, the team recognized that empowering a woman to take out a micro-loan for a water tap could not be effective if there is no reliable water supply to draw upon, so aspects of WASH governance needed to be considered. The development challenge facing the Women + Water Alliance was to determine whether and how to leverage this new information into a programmatic adaptation.

	Impact 2: The Women + Water Alliance’s strategic use of external collaboration to modify the theory of change and expand its consortium to include key partners with strong ties to communities and government counterparts had significant impacts on the Alliance’s development outcomes. The new governance-driven approach introduced by WaterAid enabled broader reach of beneficiaries. Rapid feedback from those beneficiaries allowed Women + Water to deliver more targeted, effective, and valued services and products. This includes a new focus on community water needs such as access to water pipelines, community water storage, and governance of shared water resources by developing over 1,000 village action water security plans. Ultimately, these CLA approaches led to transformational adaptations. Prior to restructuring the theory of change and improving external collaboration, the Alliance had only reached approximately 70,000 individuals. Just one year after WaterAid’s involvement and full engagement, that number jumped to over 900,000 people empowered to improve their access to drinking water and sanitation, indicative of strategic adaptations that sound CLA-centered approaches can give rise to. At this point of implementation, the Alliance is projecting that it will have reached over 2 million individuals by January 2023.
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