
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Which two subcomponents of the Collaborating, Learning & Adapting (CLA) Framework are 
most reflected in your case? Please 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: 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: Why did you decide to use a CLA approach? Why was CLA considered helpful for 
addressing your organizational or development challenge(s)?



  

    
  

   
  

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.



  
 

 

 

  

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?

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?



  

 

  

 

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 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: Lindsay North
	Organization: DAI Global
	Caption: A young man participates in a beach cleanup as part of Ibo Day Celebrations, supported by MCRP. Credit: Fabio DeSousa
	Case Title: Pivoting in Response to Contextual Changes: Adaptive Management in Mozambique  
	Summary: The Mozambique Community Resilience Program (MCRP) began in late 2019, and was intended to understand the dynamics and causes of the violence that had begun in 2017. Violent attacks were initially sporadic, but escalated in frequency and deadliness until the insurgents were in effective control of northern parts of Cabo Delgado province. MCRP had to pivot from its original focus to being the sole development program working amidst an active insurgency, where populations and operating principles were changing from one day to another. Although CLA is foundational to OTI programming, competing demands of the program often meant that staff weren’t in the same place often enough to connect and share different information and perspectives. The pieces weren’t being put together to identify achievements, challenges, and lessons learned—which was making it a challenge to develop new and relevant grant concepts in a rapidly changing context. A lack of familiarity and comfort with a “learning culture” often meant that staff felt challenges or mistakes had to be hidden, rather than discussed openly and learned from. As a result, the management team instituted additional formal and informal CLA practices and principles, including collaboration, openness, and additional pause-and-reflect sessions to help capture findings and to build a learning culture within the team. Once these practices were instituted, team members were able to clearly identify what worked and what didn’t. In turn, this enabled them to identify targeted approaches that delivered both immediate and longer term results to help strengthen locally driven resilience to violent extremism in northern Mozambique.
	Impact: MCRP’s ability to build in such frequent pause and reflect moments and work collaboratively amidst ongoing crisis put the program at the ‘tip of the spear’ in P/CVE work in Cabo Delgado. Given the fast moving nature of the insurgency, MCRP was the only program in place that could pivot, adapt, and respond to a threat that was changing drastically. MCRP became a resource for USAID and other programs as they sought to understand not just the nature of the insurgency, but how and where to work in Cabo Delgado. As collaboration and relationships within MCRP were strengthened and activities achieved tangible results, it strengthened MCRP relationships with CSO partners and with champions within the local government who wanted to ‘do right’ by their constituents. This in turn opened up additional partnership opportunities for MCRP, which translated into additional relevant and impactful programming. All of this had a demonstrable effect on staff morale, many of whom were from Cabo Delgado and were now at the forefront of helping to mitigate some of the root causes of the conflict. 
	Why: As a USAID/OTI program, CLA principles were foundational to MCRP, with much of the learning and adaptive management happening on a continuous basis. However, MCRP found that with the incredibly fast pace of programming made even more challenging by active conflict and a global pandemic that knowledge was not always being captured fully. Often, individual staff had “different pieces of the puzzle” in recognizing the challenges and successes of their activities. With multiple weekly field visits, travel, meetings with CSO partners and government spread across a very small team, staff often weren’t in the same place at the same time, which limited their opportunities to discuss their work. As a result, the pieces weren’t being put together to identify achievements, challenges, and lessons learned—which was making it a challenge to develop new and relevant grant concepts in a rapidly changing context. Additionally, staff were not familiar with the concept of a “learning culture” based on their prior professional experiences. Rather than seeing challenges and less-than-positive outcomes as a learning opportunity, they were perceived as failures, and not to be discussed openly. With additional USAID programming expanding into Cabo Delgado for the first time, it made it even more critical that both technical and operational best practices and learning were identified and documented as a legacy for future USAID programs. As a result, the management team instituted additional formal and informal CLA practices to help build a learning culture within the team.
	Factors: In a busy program it can be challenging to make the case for yet another meeting when there is so much to do. The knowledge and energy gained coming out of these sessions helped to mitigate that, as there was real commitment and passion to help mitigate the drivers of conflict in Cabo Delgado. Beyond that, personality and sociocultural dynamics can be incredibly important. In Mozambique, which is socially very hierarchical, it’s uncommon for more junior staff to contribute in discussions, or tell management when they’re getting it wrong.  While senior management on the program took deliberate steps to mitigate this through approaches described elsewhere in this case, some staff who were ‘benefitting’ from the status they felt that their more senior position accorded them did not act collaboratively, and in some instances would try to dominate discussions or counter opinions just to get the airtime. This was ultimately mitigated through performance management and mentoring, and during designated learning sessions, by providing those individuals with specific responsibilities within the session that kept them engaged while ensuring that their contributions were in proportion to others. Finally, it is critical for programs working in these contexts to maintain a strategy that has clear areas of focus, but allows for considerable flexibility in how to achieve outcomes and impact so that CLA principles can be fully applied.
	CLA Approach: MCRP leadership developed a multi-pronged approach to facilitate program learning and adaptive management by doing the following processes in parallel:

Messaging: Leadership continuously messaged that even the best laid plans can go awry—and during an active pandemic and conflict, they often will. The only “failure” happens when there’s no attempt made to fix the issue, and when the same mistake is repeated twice. Leadership acknowledging their own mistakes, modeling solutions-oriented behavior, and providing support when problems did arise helped the team to understand they were working in a collaborative, supportive environment, and helped the team feel more comfortable opening up, admitting when things weren’t going right, and asking for help if they needed it.
Working collaboratively: As one example, each OTI grant has a unique Theory of Change (TOC). However, TOCs were new to most of the team, and felt intimidating. Developing the Theory of Change became a joint exercise between senior management and program staff, with management asking questions (not exactly like the Socratic method, but close to it!). This helped break the Theory of Change down into more approachable parts and put the staff member in the driver’s seat. This collaboration was extended further into grant design, management, and evaluation practices. Working collaboratively this way was time intensive, but built capacity and confidence within each team member that paid off.
Instituting additional pause and reflect sessions: OTI has formal Rolling Assessments and Strategy Review Sessions, but an active insurgency and an initially nascent understanding of the conflict dynamics meant that the team had to reflect on its approaches and assumptions daily. At first, this was done on an ad hoc basis, usually in the wake of an attack to understand why the attack happened, how MCRP could respond, or how MCRP could get ahead of what might be coming next. These exercises were critical, but had a specific use case. Outside of these crisis moments, each staff member had different pieces of information, knowledge, and perspectives on their activities and the context. With competing demands of a fast-paced program spread across a very small team, these pieces weren’t often being connected because the team wasn’t even in the same place much of the time. Drawing upon the effectiveness of the post-attack debriefs, MCRP leadership designated time for monthly learning sessions, which created space for reflection and discussion by the team and was incredibly valuable. Toward the end of the program, some of these sessions were transformed into broader discussions held with the USAID Mission in Maputo. 
Advance prep work: Many team members were initially not comfortable or confident in contributing to the learning sessions. To ameliorate this, the team would jointly identify topics in advance, and the MEL/CLA Lead would facilitate the preparation of the presentation for the learning session with small groups of team members. The presentation would be translated into Portuguese and sent around in advance. This built team confidence because they had worked through the content and identified the key challenges, best practices, and lessons learned collaboratively. Eventually, once the team got into the groove of the presentations, the presentation and discussion were done entirely in Portuguese with translation into English. The discussions were vibrant, with additional learning identified, and team members were openly discussing their successes, and when things hadn’t gone as well—and critically, what they had learned from it.

Once staff confidence was built, the learning culture was in place, and the pause-and-reflect sessions were happening, adaptive management happened organically. The team had a clear understanding of what was achieved, what worked, what didn’t, and what could go better next time for each of their grants.  The team was able to use this knowledge to identify emerging programming needs, identify corrective measures to grants mid-stream, and clearly identify impacts and best practices for different programming approaches.

	Context: A violent insurgency began in Cabo Delgado province in mid-2017. Violent attacks were initially sporadic, but had escalated in frequency and deadliness by the time the Mozambique Community Resilience Program (MCRP) began in late 2019. Decades of marginalization by the ruling party had left residents in the Cabo Delgado with few or no government services and limited economic opportunities. Unpredictable and deadly attacks grew in frequency and scale, and by March 2021 the insurgents had effectively established loose command and control of key towns and transit areas in Cabo Delgado province, including the port town of Mocímboa da Praia. MCRP went from being a program intended to understand the motivations of the insurgents to working amidst an active insurgency, where populations and operating principles were changing drastically, sometimes from one day to another. This was the first time USAID had implemented programming in Cabo Delgado, therefore there were few CSOs or staff who had USAID experience. Additionally, the technical area of preventing and countering violent extremism was entirely new to program partners and staff, with the terms themselves effectively unknown. All of this was happening amidst a global pandemic, with lockdown rules and government regulations changing frequently. In order to remain relevant and achieve project goals, MCRP had to develop ways to understand how the context had changed and adapt so it could pivot in response to contextual changes. Internal collaboration, pausing and reflecting, openness, and adaptive management principles were essential to develop an evidence base and inform program decision-making, but outcomes, challenges, and learning weren’t being captured adequately, which was affecting program design and implementation.
	Impact 2: CLA approaches helped the program team to identify targeted approaches that delivered both immediate and longer term results relevant to the program strategy. Prior to using the “full” package of CLA approaches, the program had achieved a number of quick, but dispersed wins. It was hard to know what was working and what wasn’t, particularly with the insurgency seemingly taking over more and more territory each week. With the clarity that emerged from understanding what was working, what wasn’t, and what was programmatically relevant, staff were re-energized to work with civil society partners to design new activities. Programming increased remarkably, going from two grants under active implementation at month six, to a total of 25 grants under active implementation at its peak, which was sustained through the last six months of active implementation. The team was able to pilot new approaches and scale them up, such as working with local government and civil society to deliver critical health services to displaced populations; establishing community dialogue forums in a displacement center; holding P/CVE dialogues with youth using a radio drama developed by the program; and providing livelihoods training to youth in coastal fishing communities. Finally, as its last activity, MCRP was able to support the municipal government in Mocímboa da Praia as they first set foot in the city after it was recovered from the insurgents, and provide necessary support to citizens as they prepared for their eventual return home. MCRP was able to work in some of the most hard-to-access areas of Cabo Delgado and strengthen locally driven resilience to violent extremism in northern Mozambique.
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