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Summary:

In 2017, Nepal moved to a federal governance structure, shifting the centers of authority and leadership to local
levels. The prior centralized structure meant that technical and management skills resided centrally, including for the
health and social sectors. Since 2018, USAID’s Breakthrough ACTION project in Nepal has focused on transferring
technical skills to strengthen local systems and on longer-term sustainable change that would help improve lives at
the local levels.

The health and social sectors in Nepal tend to prioritize service delivery, paying little attention to their beneficiaries’
needs, aspirations, and skills, to access available services. This lack of attention leads to gaps in service access by
the beneficiaries, especially those who are at the margins of society.

To deeply strengthen the local systems, Breakthrough ACTION deliberately used a collaborating, learning, and
adapting (CLA) approach in Nepal. This approach involved long-term continuous engagement, frequent
consultations, and learning reflections with local stakeholders. Understanding the local needs, challenges, and
systems was vital to better align skills transfers and ensure local stakeholder buy-in and use.

Breakthrough ACTION validated this CLA approach by triangulating the results of an endline capacity assessment,
most significant change (MSC) exercises, and outcome harvesting. The results of the evaluation highlighted changes
in improved social and behavior change (SBC) understanding, use of evidence in planning and designing programs,
greater engagement with community members, and the integration of SBC in local planning and implementation
processes.

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

e Technical Evidence Base e Continuous Learning & Improvement

e Theories of Change ¢ Knowledge Management
e Scenario Planning e Institutional Memory
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e Adaptive Management e 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?

Breakthrough ACTION is USAID's flagship project for SBC. Since 2018, the project has helped strengthen local health
and social sector systems in Nepal. The government’s move from a centralized system to a federal system brought
both challenges and opportunities, as it delegated authority to local municipalities, while provincial and federal
governments provided standards and technical support. In this context, Breakthrough ACTION launched SBC system
strengthening activities for health.

In the prior, centralized governance system, employing SBC approaches was challenging, because service provision
was the primary focus for the health and development sectors, and relevant actors paid little attention to demand
generation and SBC. In the new federal system, this challenge remained. In addition, local leadership did not make
health a top priority; instead, infrastructure took precedence.

The future of SBC under the new federal system was unclear, and Breakthrough ACTION expected municipality
leadership would have little understanding of SBC compared to federal-level health and development staff. Still,
Breakthrough ACTION staff anticipated many opportunities for SBC system strengthening because the new
stakeholder group was open to suggestions and change.

Breakthrough ACTION’s approach to working with local leaders was consultative, collaborative, and engaging from
the onset, which helped clarify the benefits of buying into SBC. The project expected this to result in improved
likelihood of systematizing changes, integrating learnings, and continuing to extend its efforts in the longer term.
Breakthrough ACTION developed the SBC Palika Package, an innovative guide for local stakeholders to use across
Nepal. The guide integrated on-the-ground learning, SBC technical tips, and the realities of the existing system.
Provincial and federal level stakeholders vetted and endorsed the guide.

Breakthrough ACTION used the SBC Palika Package to replicate the CLA approach in a follow-on activity focused on
reducing child, early, and forced marriage (R-CEFM).

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

Breakthrough ACTION considered the CLA approach as the best fit to address the complex challenges it faced in
Nepal and determined that one-off training with refreshers was insufficient for strengthening the newly formed local
system. Nepal needed a long-term, hands-on, continuous approach to working with local stakeholders to transfer
technical skills to them. The components of CLA, especially openness and relationship building, helped to hold their
attention, reflect on progress, and guide the way forward. The project utilized aspects of adaptive management to
make adjustments midstream.

Breakthrough ACTION also kept in mind the longer-term thinking of building institutional memory, which it captured
through the co-designed SBC Palika Package for local municipalities, based on learnings from project activities. The
project used the results of formative research, self-assessments by local stakeholders, and an influence mapping
exercise to identify major gaps, including weak collaboration and coordination systems.

After Breakthrough ACTION launched the CLA-based activity, it collected feedback through local, provincial, and
federal project advisory committees. It also held pause and reflect sessions with a larger group of stakeholders. These
activities supplemented the project’s own quarterly reflection meetings and results from an MSC evaluation.



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.

Local municipality social development section teams, the intended audiences—for SBC and R-CEFM activities,
guided implementation. A capacity assessment and close collaboration through mentoring and learning exchanges
drove uptake of SBC approaches. Breakthrough ACTION emphasized the use of SBC through evidence-driven
efforts, pre-planning, advocacy, and alignment with the government’s own initiatives. Project staff gained a deeper
understanding of the local situation and helped devise solutions alongside stakeholders. Breakthrough ACTION
implemented SBC activities with funds allocated by local stakeholders following a successful transfer of capacity
and improved understanding of SBC. Project staff provided technical backstopping while encouraging stakeholders
to take on technical roles.

From the start, key approaches included openness and consultations with stakeholders. Breakthrough ACTION led
consultations about activities and goals, first at the federal level, then at the provincial level, and finally with local
government stakeholders. The project conducted formative assessments through a capacity self-assessment
exercise and landscape mapping to better understand the current situation. Breakthrough ACTION shared and
discussed initial findings with stakeholders to select priority focus areas. Stakeholders identified SBC technical skills
strengthening, use of evidence, better coordination, and increased collaboration as their priorities.

Jointly identified gaps informed capacity strengthening topics, and the initial training laid the foundation for activities.
Breakthrough ACTION provided mentoring support, continuously referring to evidence-based decision-making
which, in time, local leadership also emphasized. Stakeholders used the evidence to select priorities and initiated
their own data collection efforts when local evidence was lacking.

Training supported local stakeholders as they planned out utilization of their new technical skills to address issues
they had selected. They discussed goals and possible approaches. Breakthrough ACTION guided them using the P
Process—a tool for planning strategic, evidence-based health communication programs—and human-centered
design to help them define activities to test. After testing the activities, participants refined and implemented them.
Stakeholders used a monitoring checklist they designed to monitor progress.

Breakthrough ACTION conducted pause and reflect sessions with all stakeholders to gauge progress and plan next
steps. Breakthrough ACTION documented the processes implemented to form a rough draft of the SBC Palika
Package. Local stakeholders used the draft guide, and the project collected feedback to refine and finalize it.

The Breakthrough ACTION workplan defined key government stakeholders and the project consulted with them
from the onset of activities, orienting stakeholders and gathering input. Based on these consultations, the project
conducted and designed initial formative research. The project shared the results of this research, laying the
foundation for the local system strengthening approach. Key stakeholders continuously guided the project through
local advisory committees. The project shared plans, progress, and challenges and received feedback and
guidance. Wider consultations with other stakeholders continued throughout the implementation period, which
allowed the project to request feedback and receive input.

Formative research findings created the first opportunity for critical decision-making. The draft action plans,
designed by local stakeholders during the capacity strengthening training, served as another decision point, as did
local qualitative and quantitative data.

Breakthrough ACTION refined its approach as it gained a better understanding of the key stakeholders’ priorities
and capacities. Advisory committee input and the continuous feedback collected during the local mentoring process
provided critical guidance for the refinements. The project’'s own quarterly review and reflection provided rich
opportunities to gauge progress, discuss what worked and what was not working, innovations, and new learning,
which it used to plan next steps.



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?

Breakthrough ACTION used the CLA approach intentionally from the start, incorporating aspects of human-centered
design, such as pilot testing prototypes. As the primary audience, local government stakeholders embraced this
approach to bring about systemic changes, along with individual and organizational changes. As the activities
proceeded, the collaboration between Breakthrough ACTION and stakeholders built upon prior successes and
lessons learned.

Formative research helped identify gaps and provided guidance on identifying which issues to focus on. As
challenges arose, stakeholders and project staff prioritized these issues, keeping in mind time and financial resource
limitations. Everyone involved prioritized strengthening SBC technical skills, using evidence for planning, monitoring,
collaboration, and coordination.

A key lesson learned was that any approach—in this case, the SBC Palika Package field guide—needed to be
integrated into the existing government system so the product would align with government goals, be used, and
sustained and improved over time. The project organized the SBC Palika Package in three sections to reflect the
government planning process: (1) Preparation, including preparing to advocate, gathering evidence, collecting
grassroots feedback, and developing budgets and justifications); (2) Advocacy, including how to advocate for
activities and budget allocations; and (3) Implementation, including how to turn plans into action and how to monitor
and adapt.

The lessons learned strengthened Breakthrough ACTION’s thinking about how to engage with this new cohort of
local stakeholders. By consulting extensively and using CLA approaches, the project could share knowledge across
country teams to sustain and multiply local success across the global SBC discipline.

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?

Breakthrough ACTION evaluated the Nepal SBC activity using three approaches to examine changes in capacity at
the individual, organizational, and systems levels. It utilized an endline SBC capacity self-assessment, an MSC
exercise, and outcome harvesting. The endline SBC capacity self-assessment allowed the project to compare
changes in SBC capacity across a set of key domains to baseline scores. To complement these capacity scores and
understand the significance of these changes from the perspectives of key stakeholders, the project conducted key
informant interviews and participatory ranking exercises using the MSC approach. Key informants identified changes
that were vetted locally. Outcome harvesting then drew on emergent themes from the SBC capacity self-assessment
and MSC exercise to enable Breakthrough ACTION to identify a set of SBC capacity outcomes influenced by, but
not under the direct control of, the project. Breakthrough ACTION verified these outcomes both internally and
externally and evaluated them for common themes, sustainability, and alignment with the project’s intermediate
results.

The results from these approaches highlighted the following changes in capacity:

 Improved understanding of SBC; * Use of local-level evidence to identify key health issues and design SBC plans

+ Greater active engagement with community members during community interactions to understand behavioral
drivers for planned SBC activities; « Municipality-level elected members involved in planning and implementation of
SBC activities at the community level; « Incorporation of SBC into annual planning, budgeting, and policy

* Improved monitoring and evaluation

These achievements were due to the extensive internal and external collaboration and learning based on the
collection and use of evidence, pause and reflect activities, and adaptative management. The system strengthening
and outcomes would not have been possible without the CLA approach.



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?

Enabling factors included the existing project culture of promoting collaborating, consultation, and audience
feedback to design program activities. USAID/Nepal provided guidance on their local system strengthening focus,
which helped set the tone for project activities.

An ingrained implementation mindset among project staff was an initial challenge. Staff were used to hitting the
ground running to implement activities and needed to slow down to apply a deliberate local system strengthening
approach, with collaboration, mentoring, and local stakeholder consultation as key principles. The local government
leadership was also eager to start implementing activities, adding to this challenge. Breakthrough ACTION had to
coordinate, discuss, and elaborate on the deliberate approach to system strengthening, including the need for use
of evidence generation, and audience consultation. The implementation mindset receded over time thanks to
reflections by project staff. Understanding and appreciation generated for the project’s consultative approach grew
among stakeholders. The government itself saw the value of consulting with and understanding their beneficiaries
before designing program activities.

Breakthrough ACTION started its SBC system strengthening project in Nepal one month before the government’s
annual planning process, thus missing an opportunity to begin in the first year. But the following year-long cycle of
learning and skill transfers was an opportunity. The learning and adaptations were implemented in the next
government planning cycle. The 18-month project duration was a challenge. The addition of a six-month no-cost
extension allowed continuation into the second-year fiscal cycle, creating an opportunity to provide technical
support for local implementation. The project networked extensively and received buy-in from the leading federal
institution and UNICEF among others to extend and integrate learnings from the activities across Nepal. For the
past two years, the COVID-19 pandemic diverted attention and resources away from a stronger integration of
learnings by the federal government institutions and development sector partners, mainly UNICEF.

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: Pranab Rajbhandari
	Organization: Breakthrough ACTION
	Caption: Government counterparts practice qualitative data collection with beneficiaries in Chandannath, Jumla, Nepal (February 2019)
Credit: Ran Bahadur Rana/Breakthrough ACTION
	Case Title: Localizing Social and Behavior Change through Collaborative Learning in Nepal
	Summary: In 2017, Nepal moved to a federal governance structure, shifting the centers of authority and leadership to local levels. The prior centralized structure meant that technical and management skills resided centrally, including for the health and social sectors. Since 2018, USAID’s Breakthrough ACTION project in Nepal has focused on transferring technical skills to strengthen local systems and on longer-term sustainable change that would help improve lives at the local levels. 
The health and social sectors in Nepal tend to prioritize service delivery, paying little attention to their beneficiaries’ needs, aspirations, and skills, to access available services. This lack of attention leads to gaps in service access by the beneficiaries, especially those who are at the margins of society. 
To deeply strengthen the local systems, Breakthrough ACTION deliberately used a collaborating, learning, and adapting (CLA) approach in Nepal. This approach involved long-term continuous engagement, frequent consultations, and learning reflections with local stakeholders. Understanding the local needs, challenges, and systems was vital to better align skills transfers and ensure local stakeholder buy-in and use. 
Breakthrough ACTION validated this CLA approach by triangulating the results of an endline capacity assessment, most significant change (MSC) exercises, and outcome harvesting. The results of the evaluation highlighted changes in improved social and behavior change (SBC) understanding, use of evidence in planning and designing programs, greater engagement with community members, and the integration of SBC in local planning and implementation processes. 

	Impact: Breakthrough ACTION used the CLA approach intentionally from the start, incorporating aspects of human-centered design, such as pilot testing prototypes. As the primary audience, local government stakeholders embraced this approach to bring about systemic changes, along with individual and organizational changes. As the activities proceeded, the collaboration between Breakthrough ACTION and stakeholders built upon prior successes and lessons learned. 
Formative research helped identify gaps and provided guidance on identifying which issues to focus on. As challenges arose, stakeholders and project staff prioritized these issues, keeping in mind time and financial resource limitations. Everyone involved prioritized strengthening SBC technical skills, using evidence for planning, monitoring, collaboration, and coordination.
A key lesson learned was that any approach—in this case, the SBC Palika Package field guide—needed to be integrated into the existing government system so the product would align with government goals, be used, and sustained and improved over time. The project organized the SBC Palika Package in three sections to reflect the government planning process: (1) Preparation, including preparing to advocate, gathering evidence, collecting grassroots feedback, and developing budgets and justifications); (2) Advocacy, including how to advocate for activities and budget allocations; and (3) Implementation, including how to turn plans into action and how to monitor and adapt.
The lessons learned strengthened Breakthrough ACTION’s thinking about how to engage with this new cohort of local stakeholders. By consulting extensively and using CLA approaches, the project could share knowledge across country teams to sustain and multiply local success across the global SBC discipline.
	Why: Breakthrough ACTION considered the CLA approach as the best fit to address the complex challenges it faced in Nepal and determined that one-off training with refreshers was insufficient for strengthening the newly formed local system. Nepal needed a long-term, hands-on, continuous approach to working with local stakeholders to transfer technical skills to them. The components of CLA, especially openness and relationship building, helped to hold their attention, reflect on progress, and guide the way forward. The project utilized aspects of adaptive management to make adjustments midstream. 
Breakthrough ACTION also kept in mind the longer-term thinking of building institutional memory, which it captured through the co-designed SBC Palika Package for local municipalities, based on learnings from project activities. The project used the results of formative research, self-assessments by local stakeholders, and an influence mapping exercise to identify major gaps, including weak collaboration and coordination systems. 
After Breakthrough ACTION launched the CLA-based activity, it collected feedback through local, provincial, and federal project advisory committees. It also held pause and reflect sessions with a larger group of stakeholders. These activities supplemented the project’s own quarterly reflection meetings and results from an MSC evaluation. 

	Factors: Enabling factors included the existing project culture of promoting collaborating, consultation, and audience feedback to design program activities. USAID/Nepal provided guidance on their local system strengthening focus, which helped set the tone for project activities.
An ingrained implementation mindset among project staff was an initial challenge. Staff were used to hitting the ground running to implement activities and needed to slow down to apply a deliberate local system strengthening approach, with collaboration, mentoring, and local stakeholder consultation as key principles. The local government leadership was also eager to start implementing activities, adding to this challenge. Breakthrough ACTION had to coordinate, discuss, and elaborate on the deliberate approach to system strengthening, including the need for use of evidence generation, and audience consultation. The implementation mindset receded over time thanks to reflections by project staff. Understanding and appreciation generated for the project’s consultative approach grew among stakeholders. The government itself saw the value of consulting with and understanding their beneficiaries before designing program activities.
Breakthrough ACTION started its SBC system strengthening project in Nepal one month before the government’s annual planning process, thus missing an opportunity to begin in the first year. But the following year-long cycle of learning and skill transfers was an opportunity. The learning and adaptations were implemented in the next government planning cycle. The 18-month project duration was a challenge. The addition of a six-month no-cost extension allowed continuation into the second-year fiscal cycle, creating an opportunity to provide technical support for local implementation. The project networked extensively and received buy-in from the leading federal institution and UNICEF among others to extend and integrate learnings from the activities across Nepal. For the past two years, the COVID-19 pandemic diverted attention and resources away from a stronger integration of learnings by the federal government institutions and development sector partners, mainly UNICEF.


	CLA Approach: Local municipality social development section teams, the intended audiences—for SBC and R-CEFM activities, guided implementation. A capacity assessment and close collaboration through mentoring and learning exchanges drove uptake of SBC approaches. Breakthrough ACTION emphasized the use of SBC through evidence-driven efforts, pre-planning, advocacy, and alignment with the government’s own initiatives. Project staff gained a deeper understanding of the local situation and helped devise solutions alongside stakeholders. Breakthrough ACTION implemented SBC activities with funds allocated by local stakeholders following a successful transfer of capacity and improved understanding of SBC. Project staff provided technical backstopping while encouraging stakeholders to take on technical roles.
From the start, key approaches included openness and consultations with stakeholders. Breakthrough ACTION led consultations about activities and goals, first at the federal level, then at the provincial level, and finally with local government stakeholders. The project conducted formative assessments through a capacity self-assessment exercise and landscape mapping to better understand the current situation. Breakthrough ACTION shared and discussed initial findings with stakeholders to select priority focus areas. Stakeholders identified SBC technical skills strengthening, use of evidence, better coordination, and increased collaboration as their priorities.
Jointly identified gaps informed capacity strengthening topics, and the initial training laid the foundation for activities. Breakthrough ACTION provided mentoring support, continuously referring to evidence-based decision-making which, in time, local leadership also emphasized. Stakeholders used the evidence to select priorities and initiated their own data collection efforts when local evidence was lacking.
Training supported local stakeholders as they planned out utilization of their new technical skills to address issues they had selected. They discussed goals and possible approaches. Breakthrough ACTION guided them using the P Process—a tool for planning strategic, evidence-based health communication programs—and human-centered design to help them define activities to test. After testing the activities, participants refined and implemented them. Stakeholders used a monitoring checklist they designed to monitor progress.
Breakthrough ACTION conducted pause and reflect sessions with all stakeholders to gauge progress and plan next steps. Breakthrough ACTION documented the processes implemented to form a rough draft of the SBC Palika Package. Local stakeholders used the draft guide, and the project collected feedback to refine and finalize it.
The Breakthrough ACTION workplan defined key government stakeholders and the project consulted with them from the onset of activities, orienting stakeholders and gathering input. Based on these consultations, the project conducted and designed initial formative research. The project shared the results of this research, laying the foundation for the local system strengthening approach. Key stakeholders continuously guided the project through local advisory committees. The project shared plans, progress, and challenges and received feedback and guidance. Wider consultations with other stakeholders continued throughout the implementation period, which allowed the project to request feedback and receive input. 
Formative research findings created the first opportunity for critical decision-making. The draft action plans, designed by local stakeholders during the capacity strengthening training, served as another decision point, as did local qualitative and quantitative data. 
Breakthrough ACTION refined its approach as it gained a better understanding of the key stakeholders’ priorities and capacities. Advisory committee input and the continuous feedback collected during the local mentoring process provided critical guidance for the refinements. The project’s own quarterly review and reflection provided rich opportunities to gauge progress, discuss what worked and what was not working, innovations, and new learning, which it used to plan next steps.

	Context: Breakthrough ACTION is USAID's flagship project for SBC. Since 2018, the project has helped strengthen local health and social sector systems in Nepal. The government’s move from a centralized system to a federal system brought both challenges and opportunities, as it delegated authority to local municipalities, while provincial and federal governments provided standards and technical support. In this context, Breakthrough ACTION launched SBC system strengthening activities for health. 
In the prior, centralized governance system, employing SBC approaches was challenging, because service provision was the primary focus for the health and development sectors, and relevant actors paid little attention to demand generation and SBC. In the new federal system, this challenge remained. In addition, local leadership did not make health a top priority; instead, infrastructure took precedence. 
The future of SBC under the new federal system was unclear, and Breakthrough ACTION expected municipality leadership would have little understanding of SBC compared to federal-level health and development staff. Still, Breakthrough ACTION staff anticipated many opportunities for SBC system strengthening because the new stakeholder group was open to suggestions and change.
Breakthrough ACTION’s approach to working with local leaders was consultative, collaborative, and engaging from the onset, which helped clarify the benefits of buying into SBC. The project expected this to result in improved likelihood of systematizing changes, integrating learnings, and continuing to extend its efforts in the longer term. Breakthrough ACTION developed the SBC Palika Package, an innovative guide for local stakeholders to use across Nepal. The guide integrated on-the-ground learning, SBC technical tips, and the realities of the existing system. Provincial and federal level stakeholders vetted and endorsed the guide.
Breakthrough ACTION used the SBC Palika Package to replicate the CLA approach in a follow-on activity focused on reducing child, early, and forced marriage (R-CEFM). 
	Impact 2: Breakthrough ACTION evaluated the Nepal SBC activity using three approaches to examine changes in capacity at the individual, organizational, and systems levels. It utilized an endline SBC capacity self-assessment, an MSC exercise, and outcome harvesting. The endline SBC capacity self-assessment allowed the project to compare changes in SBC capacity across a set of key domains to baseline scores. To complement these capacity scores and understand the significance of these changes from the perspectives of key stakeholders, the project conducted key informant interviews and participatory ranking exercises using the MSC approach. Key informants identified changes that were vetted locally. Outcome harvesting then drew on emergent themes from the SBC capacity self-assessment and MSC exercise to enable Breakthrough ACTION to identify a set of SBC capacity outcomes influenced by, but not under the direct control of, the project. Breakthrough ACTION verified these outcomes both internally and externally and evaluated them for common themes, sustainability, and alignment with the project’s intermediate results. 
The results from these approaches highlighted the following changes in capacity:
• Improved understanding of SBC; • Use of local-level evidence to identify key health issues and design SBC plans
• Greater active engagement with community members during community interactions to understand behavioral drivers for planned SBC activities; • Municipality-level elected members involved in planning and implementation of SBC activities at the community level; • Incorporation of SBC into annual planning, budgeting, and policy
• Improved monitoring and evaluation
These achievements were due to the extensive internal and external collaboration and learning based on the collection and use of evidence, pause and reflect activities, and adaptative management. The system strengthening and outcomes would not have been possible without the CLA approach. 
	Image_af_image: 


