
Case Title:  

Name: 

Organization: 

Summary: 

A virtual Tibet PMELP co-design session 
among USAID/RDMA's multidisciplinary 
team and IPs using a prearranged tool.



1. WHAT: What is the general context in which the case takes place? What organizational or
development challenge(s) or opportunities prompted you to collaborate, learn, and/or
adapt?

2. What two CLA Sub-Components are most clearly reflected in your case?



3. HOW: What steps did you take to apply CLA approaches to address the challenge or

opportunity described above?



4. RESULTS: Choose one of the following questions to answer.

We know you may have answers in mind for both questions; However please choose one to highlight as part of this
case story



5. 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. 


	Case Title: CLA Brings a Brighter Day to a PMELP Development & Implementation
	Submitter: Patima Srivakul, Jittinee Khienvichit, Nigoon Jitthai 
	Organization: USAID/RDMA
	Summary: This CLA case fits in the context of locally-led development in a non-permissive setting. The case involves multiple components across the CLA framework combining with thinking and working politically based on the political economy concept. It demonstrates advanced practices in respect to internal and external collaborations; learning from technical evidence and experience operating in a unique context; and ensuring an enabling environment to collaborate, learn, and adapt, especially in securing resources and a well-thought through process. The case employed strategic and intentional stakeholders engagement by clearly defined criteria for participants selection to co-develop a project monitoring, evaluation, and learning plan (PMELP). It enabled meaningful engagement with 25 individuals including key staff across technical and support offices at RDMA and those of implementing partners (IPs). Through a series of virtual participatory workshops, the group co-developed the PMELP as a guiding principle/framework to harmonize the MEL plans of related Activities and beyond; prioritized interventions and measurements to ensure collective responses and aggregatable progress and results; and ensured that key players had opportunities to pause, reflect, and co-create adaptations that will feed back to the PMELP throughout the lives of the project and Activities.   This collaborative effort made the resulting PMELP stronger and more cohesive despite the diverse technical areas covered by the project. It also created stakeholders’ ownership and the feedback loop while granting an important learning opportunity to stakeholders. In addition, it allowed RDMA to foster a culture of collaboration and learning.
	Context: Since 2003, USAID/RDMA has managed the congressionally mandated Tibet Program in response to the U.S. Tibet Policy Act of 2002. The mission traditionally awarded multiple individual Activities with limited to no collaboration among Activity Managers and the IPs. The increasingly restrictive operating environment is a key challenge and necessitates a deliberate compartmentalization of Activities and IPs to protect related individuals and organizations from risks of interference and intimidation by the authorities. This environment created access issues for USAID staff and led to fragmented programming and over reliance on individual IPs for monitoring. This also undermined the value of cross-collaboration and shared learning, and led to a major challenge to measuring and reporting quality results that reflect the collective efforts of all IPs.In FY 2020, RDMA’s General Development Office (GDO) developed the Assistance to Ethnic Tibetans Project to bolster the resilience of ethnic Tibetans to the impacts of fast-paced urbanization and economic development while sustaining their culture and traditions. To achieve this goal, in line with the Congressional directive requirements, the project promotes: 1) health service utilization, 2) economic opportunities, 3) sustainable natural resource management, and 4) cultural preservation. The mission awarded two new cooperative agreements in FY 2022 while continuing to manage four existing similar Activities awarded prior to the project. To overcome the challenges caused by compartmentalized programs and limited access by USAID staff, the mission intentionally applied a CLA approach as the new project and Activities started. Notable, the mission worked with IPs to develop a joint PMELP to foster close collaborations, shared learnings, and adaptive management that will result in collective responses to the project goal and objectives.
	Dropdown2: [External Collaboration]
	CLA Approach: During the new Tibet Activities co-creation process, RDMA informed the IPs of the plan to co-develop the PMELP. We intentionally chose co-development for its conduciveness to both internal and external collaboration while securing appropriate resources and to ensure adaptability and effectiveness throughout the process. Strategic selected participants of this exercise included all Activity Managers, MEL specialists from GDO and the Program Office, and technical staff from the health and environment offices at RDMA, as well as the IPs’ technical, management, and MEL staff. We prioritized field-based IP staff who were able to manage potential risks associated with attending online workshops with USAID and other IPs. In cases where field staff were uncomfortable with the risks associated with participating, representatives from the home offices filled the roles. The group remained flexible given the need to convene participants from many locations from the U.S. and Asian time zones and were able to accommodate up to 25 participants in each session.We engaged a neutral facilitator through available resources (RDMA’s existing MEL contract). The facilitator met regularly with RDMA’s Core Team including the Tibet Team and MEL staff members to design the workshop and tools; provide tools and guidance to participants to work offline and bring their individual inputs to optimize the time at the workshops; and ensure that the PMELP timeline matched the IPs’ Activity MEL Plans (AMELPs) timeline. We held six virtual workshops from June - September 2022 in three phases: 1) planning and expectations setting; 2) developing learning agenda, indicators, and overall PMELP components; and 3) reviewing and fine tuning the draft PMELP. We spaced the workshops at one to three week intervals to allow the IPs to work on assigned tasks and/or consult with other relevant staff to gather their expert ideas and perspectives before reconvening for further brainstorming and consensus building.At the workshops, the facilitators used prearranged tools and materials in breakout rooms based on the project components, feeding insights to the plenary. First, participants jointly set expectations on MEL procedures, USAID oversight protocols, and reporting requirements. We then unpacked the theory of change to ensure mutual understanding, especially on the definition of “resilience” specific to each project domain. We then developed the PMELP by brainstorming the learning agenda with planned activities to fill knowledge gaps and to ensure opportunities to pause, reflect, and co-create adaptations. We then selected and developed performance and context indicators including the reference sheets focusing on indicators that can be contributed to by different Activities to ensure collective responses; and laid out approaches to capture aggregated progress/results and key learning for decision making. The beauty of collaborative work is that it creates an opportunity to work together; ask the important learning questions; share and learn from each other on the technical knowledge; share experiences working in the unique operating environment; and discuss key challenges and ways to address them. It allowed the group to consolidate convergent ideas and support each other through exchange of knowledge and strategies. It also enabled the group to individually and collectively address common challenges across technical sectors covered by the project, based on the experiences and approaches to building relationships with local authorities in different targeted locations. As the group drafted the PMELP, we shared it with the IPs who manage the existing awards from prior to the Tibet project to solicit feedback and invite them to contribute to the extent possible prior to finalizing.
	Dropdown1: [Internal Collaboration]
	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: We clearly set expectations early among stakeholders, thus, they were prepared to collaborate and allocated appropriate time and resources. Strategic and intentional internal and external collaborations across technical and program offices at RDMA and among the IPs were key drivers to the success. We prepared resources early through the annual Monitoring, Evaluation, Research, and Learning planning as part of the Operational Plan that enabled us to bring in a third-party facilitation team in a timely manner. The main challenges were the political and operating context that makes in-person collaboration close to impossible and the lack of CLA knowledge, skills, and culture. While USAID staff are not allowed to travel to the field, some IPs are unable to send field staff to work with RDMA due to difficulty in obtaining travel permission/documents and the risk of being subjected to excess scrutiny upon return. The situation became even more challenging during the COVID-19 pandemic as the government enforced extremely restricted movement until recently. Thanks to the rapid development of virtual platform tools, we were able to conduct the workshops successfully online, despite the inherent challenges mentioned above. We had to strategically identify alternative means to obtain local wisdom from field staff to enhance locally-led development to the greatest extent possible given the constraints. It takes a long journey to enhance CLA knowledge and skills and to realize its importance and usefulness. Waiting until staff are well equipped with the knowledge/skills could mean that we will never be able to start applying it. It is critical to keep our radar on when and where the entry point might emerge and be sure to grab the opportunity as it arises. Remaining challenges are to learn from this effort, share it across the mission, and advocate for institutionalizing collaboration and the culture of a learning organization.
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: Using  the CLA approach to co-develop the PMELP gave IPs a venue to jointly decide and develop guidance on how best to capture progress towards the project goal. This collaborative effort made the resulting PMELP stronger and more cohesive, ensuring stakeholder ownership. In addition, it created an important feedback loop as the PMELP is a guiding principle for respective AMELPs, and the IPs later will feed results and learnings back to their Activities and the project. All subsequent assessments, indicator baselines and targets, and learning events could be designed in a way that most appropriately supports the fulfillment of the project learning agenda. It also helped significantly with the selection of common outcome indicators that could be aggregated to inform decision making as well as to report to the next level. Moreover, stakeholders were granted an important learning opportunity to ensure their understanding of current MEL practices and identify priorities. Drawing upon the successful virtual collaboration to co-develop the PMELP, the mission and IPs will maintain the momentum and will hold regular CLA events such as the annual pause and reflect forum that allows for cross-fertilization, reflection on implementation progress and any changes in the context, and to provide recommendations on adjustments to the project and Activities as necessary.  It is still too early to observe long-term outcomes from this CLA effort. However, as of May 2023, an IP that works on improving access to culturally-responsive health services was able to develop protocols for quantitative and qualitative assessments in a way that captured pertinent baseline data for multiple learning questions in the PMELP and its AMELP. Finally, we believe that this example effectively demonstrates how to apply CLA in different stages of the program cycle and it will ultimately help foster the mission’s collaborating and learning culture.


