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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. 
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	Case Title: TPM as a CLA Catalyst: Utility of TPM as a learning process in Yemen
	Submitter: Jessica Pearson
	Organization: USAID/Yemen
	Summary: 
Yemen has experienced nearly a decade of intensifying conflict and instability. Yemen’s ongoing civil war and multiple sub-national conflicts have pushed the country deeper into what has already been a severe humanitarian and development crisis. Since 2015, USAID personnel have been unable to travel to Yemen; as a result, the Mission relies on third party monitoring (TPM), research, and analysis to inform management and strategy decisions. To support USAID in this complex operating environment, Management Systems International is implementing The Yemen Continuous Learning and Evaluation (YCLE) Activity. 

The utility of TPM as a learning process relies on a simple assumption: implementers, beneficiaries, monitors, and funders all share a common goal to achieve the greatest impact with the fewest unresolved problems. Often, TPM is incorrectly viewed as an auditing exercise, creating an atmosphere of defensiveness and avoidance. Establishing TPM as a collaborative learning exercise between valued stakeholders builds trust with the implementers and creates a shared objective of learning for adaptive management, within which creative and collaborative problem-solving leads to improved outcomes.
This case demonstrates how the intentional integration of advanced CLA practices such as external collaboration, knowledge management, and adaptive management, all contribute to the success of TPM efforts in highly complex environments such as Yemen. Although there isn't a one-size-fits-all method to position TPM as a learning tool, this case attempts to provide some tangible examples on how CLA creates incentives for stakeholders to meaningfully engage in TPM and use learning to improve implementation. 


	Context: The ongoing conflict and insecurity in Yemen has made it impossible for USAID staff to travel to IP implementation sites and monitor progress directly. The context is further complicated by the geographic dispersion of stakeholders, implementing partners, and USAID/Yemen staff, who operate across multiple countries and time zones..  Beyond the lack of access, there are several organizational challenges that prompted the push for CLA in TPM. First, is the degree of skepticism that exists around TPM findings. Implementing Partners tend to consider TPM findings as possibly damaging to future funding or having negative impacts on the relationship with USAID. Therefore, establishing TPM as a collaborative learning exercise builds trust with the implementers and creates a shared objective of learning for adaptive management.
While USAID’s motivation to undertake TPM is driven by the commitment to augment regular performance monitoring, as prescribed in ADS 201, the drive to engage with TPM can be low among some implementers and stakeholders. To address this challenge, incorporating CLA becomes a necessity for both USAID and MEL platforms, whereby the contractor is prepared to play an active role in driving collaboration and trust between all actors.
In 2020, at the height of the COVID pandemic, YCLE operated on a remote management basis and conducted virtual interviews and remote verifications visits. After two years of applying streamlined remote monitoring approaches, the return to real-time, in-person data collection required USAID, YCLE and Implementing Partners to meaningfully cooperate and communicate to keep up with the continuously changing context of direct monitoring.

	Dropdown2: [Adaptive Management]
	CLA Approach: External collaboration: USAID/ Yemen realizes that TPM is not only there to report on failures, but it can also be used as a mechanism to highlight what works and more broadly, create a culture of feedback and learning by nurturing a belief that TPM benefits all parties involved; USAID, the MEL/TPM contractor, and IPs. In a learning environment, the expertise of implementers is key to understanding challenges, points of failure and often unseen opportunities to improve outcomes. Implementing partners are also a key resource for collecting quality data as they are the gatekeepers to implementation sites, therefore it is important to expand incentives for IPs to cooperate considering the burdens TPM places on their already difficult job. This external collaboration is achieved through (a) Ensuring IP have the opportunity to react to all observations – both positive and negative as even the best informed observations and most diligent monitors TPM findings make it back to the as they are the ones with direct ability to change implementation, (b) Engaging A/CoRs in the design and identification of TPM priorities in terms of learning questions, geographical sites, and modalities to be monitored during monthly debriefs, and (c) Meeting with IPs periodically as a group to share learning and ensure contextual updates are discussed.

Adaptive Management: In  2022, theYCLE Activity  began conducting in-person monitoring of programming in Yemen. This pivot required readjusting TPM approaches to keep up with the continuously changing dynamics of real-time monitoring. From a process perspective, this allowed (a) closer coordination with implementing partners through assigning site-specific IP points of contacts (b) conducting refresher trainings for field enumerators to ensure purposeful consideration of gender, security, government and culture in the planning and execution of direct TPM. This enhanced training includes aspects of the gender of the enumerators, accessibility to sites, local authority coordination and permissions, as well cultural considerations when engaging directly with community households. From a methodological perspective, TPM approaches were adapted through (a) adjusting data collection instruments to increase free-flowing in-person conversations, and (b) using mixed method TPM approaches when feasible. For example, conducting a household survey through applying the Random Walk sampling technique for community reproductive health interventions.  (c) Expanding the window for data collection to capture new learning, for example piloting continuous monitoring of WASH rehabilitation sites on multiple data points during, before and after the construction process and generating critical observations of time, cost and quality elements. Finally (d) ensuring per-cycle debriefs between the TPM contractor and IPs are conducted to institute a feedback loop. Perhaps the most valuable adaptation, increasing collaboration with implementers throughout the process reinforced the values of other adaptive management changes.

Knowledge management and institutional memory: As activities come to an end, and A/CoRs rotate, knowledge must be captured, retained and shared. After eight rounds of third-party monitoring, the USAID Yemen Continuous Learning and Evaluation activity launched the 360 Knowledge Management Portal, a digital platform that serves as a centralized hub for third party monitoring collective knowledge.
Many countries in which USAID operates have experienced some degree of non-permissiveness over the past 20 years. Using technology in TPM has been an  innovative way to capture and transfer learning back to USAID. Virtual site visits tours (video-like walkthroughs) are carried out at implementation sites when feasible providing a 360 snapshot of the IP programming and surrounding environment. These tours greatly improve the contextual understanding of site and activity contexts for U
	Dropdown1: [External Collaboration]
	Dropdown3: [B. ORGANIZATIONAL EFFECTIVENESS]
	Factors: TPM is seen by some as diverting resources from implementing activities. However, when used as a vehicle for CLA, TPM can add considerable learning value that improves outcomes. CLA as a learning and adaptation process is advanced through the intentional, efficient and meaningful utilization of resources and work processes. Management of the data collection process is driven by a careful consideration of the purpose of the monitoring activity and the specific learning question TPM aims to answer. Too often TPM data collection and reporting emphasizes thoroughness over utility. Streamlined themes are established to ensure data collection instruments generate “actionable” versus “interesting” findings, or even worse, information that is expensive to obtain and adds nothing to the learning agenda.  Investment in enumerator training is paramount in creating a culture of learning. This includes considering the various levels of monitors expertise for a specific monitoring activity and engaging -when needed- Subject Matter Experts to provide in-depth technical insights on IP programming. By establishing a system of ongoing and meaningful engagement with technical offices and implementers, it is possible to narrow questions and subsequent data collection to those topics of greatest value in improving outcomes.
Mission resources are also capitalized in TPM design. In late 2022, USAID incorporated Environmental Compliance in TPM, and worked closely with YCLE  professionals to co-create the approach to monitor IP compliance to Environmental Mitigation and Monitoring Plans. This shift effectively responded to changes in information needs without expending limited resources on EMMP questions outside of USAID’s priority information needs. The USAID/Yemen CLA culture fully leverages TPM as one learning subprocess that supports the broader Mission strategy. In short, this shift in culture created a sense of comfort in sharing opinions and ideas, hearing alternative perspectives, and taking action to continuously learn and adapt.
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: Integrating CLA as an organic part of Third-Party Monitoring had evident impacts on organizational effectiveness: 
- Developing stronger rapport and trust with USAID Yemen Implementing Partners, which helped shift the attitude towards TPM as a learning process and encouraged per-cycle pause and reflect meetings between the TPM contractor and IPs. This requires regular contact between the TPM provider and implementers to refine visit schedules, discuss implementation modalities and most importantly, review TPM reports in an atmosphere of professional respect whereby differing points of view can be presented without compromising the independence or objectivity of YCLE as the TPM provider.

- Enhanced technical understanding within USAID offices: USAID technical offices are the primary users of TPM data, they inform and co-create TPM design, and are supported by YCLE to unpack their priorities and learning needs. By hosting regular discussions with each technical office, YCLE can better understand the specific monitoring needs for each activity as they evolve. The results of this close and ongoing coordination are more customized monitoring tools, improved utilization of TPM reporting and ensured the USAID-IP-TPM provider loop does not fragment over time.  This strong partnership strategy has paid off with boosted interest and commitment by mission staff to review TPM products and provide their insights, guidance and consider recommendations.

- Improved accessibility of relevant TPM documents for USAID Yemen technical offices.USAID/Yemen can now access approximately 500 unique TPM resources on Education, WASH, Health, Governance Peace and Security and Economic Growth activities on the knowledge management portal. Moreover, feedback solicited during meetings with USAID staff emphasizes the portal’s utility in facilitating access to up-to-date Yemen TPM resources.

- Openness:  CLA approaches have been particularly useful in enhancing a culture of open communication, which made it possible to learn and adapt.   USAID, YCLE and Implementing Partners engage in open conversation around utility and relevance of TPM findings, allowing for continuous adaptations in TPM products.





