
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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
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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: Zinat Ara Afroze
	Organization: SHOUHARDO III, CARE Bangladesh 
	Caption: Health LSP (PCSBA) monitoring the helth condition of a pregnant mother. Photo Credit: Apel Pavel/CARE Bangladesh
	Case Title: Local Service Providers now have sustained motivation to serve the community
	Summary: 
To have more ground-level information on the functionality of its service provision model known as Local Service Providers (LSPs), USAID's SHOUHARDO III program has adopted the Collaborating Learning and Adapting (CLA) tools and processes. As part of its adaptive learning approach, the Knowledge Management team of the program has organized a series of Technical Quarterly Front-line Staff Meetings (TQFSM) with the six implementing partner organizations. From these meetings, it emerged that the LSPs were facing some critical challenges such as a lack of awareness & willingness among community members to pay for the services of LSPs. There is a perception among the community that LSPs are either government employees or are paid by SHOUHARDO III. These and other relevant key findings and recommendations from the TQFSM were compiled and shared through an Adaptive Management Practice (AMP) workshop. As an outcome of the CLA approach, management adaptations were agreed upon with key staff and the implementation team made adjustments to the Detail Implementation Plan (DIP) of the program.

	Impact: After the effective implementation of the CLA approach by the Knowledge Management team of the program, a positive learning culture has been exhibited across the SHOUHARDO III program. The program implementation team is happy to revise/ revisit their implementation strategies and ensures necessary changes/adjustments as part of improvement. The program leadership has been prompt in immediate management adaptations based on the CLA interventions. Based on the Adaptive management practice workshop refereed here, the program conducted adjustments to the Detail Implementation Plan (DIP) and progressed accordingly. This learning culture has cultivated enhanced collaboration between and among the program implementation team, the program beneficiaries, and program leadership. The six implementing partner organizations are better empowered to contribute improving the quality of implementation based on a proper reflection of ground-level experiences and information. 
	Why: Different Collaborating Learning and Adapting (CLA) interventions such as s Pause & Reflect sessions, Adaptive Management Practice workshop (evidence-based workshop to ensure management adaptation for the improvement of program quality), Small Program Coordination Meeting (SPCM- reflection and collaboration meeting between the technical team and program leadership), Large Program Coordination Meeting (LPCM- reflection and collaboration meeting between field and HQ level technical team and program leadership) and Technical Quarterly Front-line Staff meeting (TQFSM- reflection and collaboration meeting of the Knowledge Management team and technical team with the front-line staff of the partner organizations) were already there as built-in component of program design. The program leadership also emphasizes using the CLA approach.

But only dissemination of these CLA meeting/workshop minutes does not necessarily entail collaboration, learning, and adaptation by default. The case analyzed here was the first to use TQFSM findings and recommendations for management adaptation. After the effective implementation of the CLA approach by the Knowledge Management team of the program, a positive learning culture has been fostered across the SHOUHARDO III program. The program implementation team happily accepts feedback on their implementation strategies and ensures necessary changes/adjustments. The program leadership has prompt immediate management adaptations based on the CLA interventions. Based on the Adaptive management practice workshop refereed here, the program conducted some significant adjustments to the Detail Implementation Plan (DIP) by introducing some new interventions or updating the previous.  


	Factors: The existing resources such as staff capacity, organizational culture, and work process (knowledge management) ensured enabling conditions to influence results. As an organization, SHOUHARDO III and CARE Bangladesh follow an open learning culture. The organizational management is courageous enough to accept and work on any challenge to improve the program quality. The implementation team is also open to feedback. The critical enabling factor was a culture of collaboration with the implementing partners and the key stakeholders and regular reflection on the organizational priorities. This collaboration and reflections led to adaptive management practices. Due to this organizational openness and prevailing learning culture, no actual challenges were faced. But for anyone to navigate any challenges such as internal resistance from the staff members, they must ensure effective collection and packaging of evidence-based information.
	CLA Approach: 
To sustain the motivation, resources and capacity, the SHOUHARDOIII program envisions the following ideal end-state for functional LSPs:

1. Due to program interventions, LSPs are directly networking and communicating with local authorities, government departments, and private companies. They have better access to services. Local institutions directly communicate with LSPs.
2. LSPs are providing services to the community and earning money.
3. LSP’s are motivated enough to provide their services to communities.

Existing Technical Quarterly Frontline Staff Meetings (TQFSM)s were utilized as a CLA tool to gather practical reflections from the six implementing partner organizations on the actual ground-level implementation of the challenges faced by the LSPs and foster effective collaboration, the agenda of TQFSM was designed accordingly. The agenda of these specific six TQFSMs were-

i. The successes around establishing service models (LSPs) and reflecting stories from the beneficiaries and LSP themselves
ii. The challenges faced by the LSPs
iii. Lessons learned

The objective of the TQFSM and Adaptive Management Practice (AMP) workshop was to find out the gaps between the perception and ground reality about sustaining the motivation of  LSP activities. The presentations of the AMP reflected an ideal scenario and the opposite end to end based on the findings of the TQFSM. The information used in the decision making was-

There is a lack of awareness & willingness among community members to pay for the services of LSPs. There is a perception among the community that LSPs are either government employees or are paid by SHOUHARDO III.

The key stakeholders of the SHOUHARDO III CLA approach were LSPs themselves, the six implementing partner organizations, the technical implementation team, the knowledge management team, and program leadership. CLA was implemented as a bottom-up approach. The lowest tier, LSPs were heard through this approach by the highest tier, the program leadership team.


CLA was a built-in object in the program design of the SHOUHARDO III. The program leadership acknowledges and practices CLA to adopt management decisions to improve the program quality. Different CLA events and activities such as Pause & Reflect sessions, Adaptive Management Practice workshop, SPCM, LPCM and TQFSM were organized regularly. But CLA approach gradually evolved as a tool to review the progress and implementation of the critical result area activities. The openness of the program staff and leadership to learn about the new perspective and take action accordingly was a key to successful CLA implementation. Again the knowledge management team gathered and packaged knowledge effectively and shared it with stakeholders for improvement of the program quality.

	Context: USAID's SHOUHARDO III program implemented by CARE Bangladesh has a significant focus on testing, identifying, and promoting service provision models. These service providers are known as Local Service Providers (LSPs). There are different types of LSPs under each of the result areas. Agriculture-based LSPs include: community-based vaccinators, micro-seed dealers and retailers, fish fry hawker, and collectors; Non-farm LSPs include: Village Savings and Loan Association (VSLA) agents or locally called Sanchay Sathis (saving companion); Health LSPs include Private Community Skilled Birth Attendants (PCSBAs) and Blue Star Providers (BSPs), and WASH LSPs. After piloting the various service provision models, successful LSPs models were introduced within the program areas. To gain more information on the success and functionality of the LSP, the program management utilized the existing CLA process. As part of the CLA process, the Knowledge Management team has organized a series of Technical Quarterly Front-line Staff Meetings (TQFSM) with six implementing partner organizations. Key findings and recommendations of these meetings were compiled and shared in the established Adaptive Management Practice (AMP) workshop. Within the AMP workshop, open discussions were utilized to agree on required management adaptations to address emerging concerns and challenges. Later, relevant teams revisited, revised, and updated their activities in accordance with management adaptions. The implementation team of the program conducted some major adjustments to the Detail Implementation Plan (DIP) of the program to overcome the challenges faced by the LSPs to make them more sustainable even after the program was phased out.
	Impact 2: As a result of management adaptation, the technical implementation team has already revisited its implementation strategy. As a future outcome, it is expected that more community members will have sustained motivation in being the LSP as LSPs are having increased income due to the community recognizing their services and fees. In the latest Quarterly progress report of the program, it has been evident that LSPs’ client base and social recognition grew this quarter through community outreach, as these events share beneficial information about LSPs and their services. The program’s Health LSP as Private Community Skilled Birth Attendants (PCSBAs), are gaining recognition as well from the government and the community. As part of the revised implementation strategy, the program organized 30 workshops with Union Parishads (UPs- the administrative tier of local government). The objectives of the workshops were to continue introducing PCSBA services in communities and establish a fixed service rate. The workshops proved to be productive with the service fee for normal delivery set between BDT 1,000-1,250 (BDT $11-$14). This ensures that PCSBAs are paid accordingly for their services. 
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