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Case Title: 

Name: 

Organization: 

Summary: 

1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)? 

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 

https://usaidlearninglab.org/sites/default/files/resource/files/keyconcepts_twopager_8.5x11_v7_20160907.pdf


 

 
 

    
  

2. 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?

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



  

      
  

4. 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.



  
 

 

 

 
 

  
  

5. Organizational Effectiveness: 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? 

6. Development Results: 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? 



 

  
7. What factors affected the success or shortcomings of your collaborating,
	
learning and adapting approach? What were the main enablers or obstacles?
	

8. Based on your experience and lessons learned, what advice would you share with 
colleagues about using a collaborating, learning and adapting approach? 

The CLA Case Competition is managed by USAID LEARN, a Bureau for Policy, Planning and Learning 

(PPL) mechanism implemented by Dexis Consulting Group and its partner,  RTI  International.
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	Submitter: Thadeus Binamungu & Jody Stallings
	Organization: RTI International & USAID/Tanzania
	Caption: USAID PROTECT Deputy Chief of Party Thadeus Binamungu, Monitoring and Evaluation Specialist John Noronha, and USAID/Tanzania Natural Resources Management Advisor Jody Stallings discuss the Activity's Theory of Change. Credit: USAID PROTECT.
	Case Title: Adapting Theories of Change: Pause and Reflect to PROTECT Wildlife in Tanzania
	Image_af_image: 
	Summary: The USAID Promoting Tanzania's Environment, Conservation, and Tourism Activity (USAID PROTECT) addresses dynamics that threaten biodiversity conservation and inhibit private sector-led growth in the natural resources sector. After two years of implementation, it became clear that the Activity's original Theory of Change and the reality of implementation were not aligned. Together, RTI International and USAID/Tanzania intentionally took a step back to pause, reflect, and re-examine to ensure that USAID PROTECT’s interventions were accurately aligned with indirect and direct threats to biodiversity conservation objectives and targets. 

USAID PROTECT had already built a CLA approach into the Activity that ensured systematic and intentional internal and external collaboration. The collaborative pause and reflect exercise examined changes in the local wildlife conservation sector context and the shifting priorities of both the USAID Mission and the Government of Tanzania. Using the Open Standards for the Practice of Conservation methodology and MIRADI software tools, the team developed a new Theory of Change for the activity, which they then used to adapt the Activity's work plan, Monitoring, Evaluation, and Learning (MEL) Plan, and implementation approach.

Through using this CLA approach, all activities are now effectively contributing to biodiversity targets and indicators, and are helping to prove the Theory of Change and deliver the intended results. The technical team is more focused, and uses the Theory of Change to determine which activities are important for achieving the desired results. Using a CLA approach has now become part of the organizational culture of the USAID PROTECT Activity, and the team allocates resources each quarter to examine challenges and successes, and to adjust as needed to ensure results.
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	Impact: Before using the six-step CLA approach, the USAID PROTECT Activity was an assembly of disjointed activities rather than the manifestation of a strategic approach. After using the CLA approach, the Theory of Change and overall strategies and targets for the Activity are clear and well aligned to the MEL plan and outcomes. All activities are effectively contributing to biodiversity targets and indicators, and are helping to prove the theory and deliver the intended results. As a result, the technical team is more focused and understands clearly why certain activities are critical for achieving results, while others are not important. The team now uses the Theory of Change as the primary tool to determine if a potential activity is appropriate for USAID PROTECT and if it will support the achievement of results.

In addition, using a CLA approach has now become part of the organizational culture of the USAID PROTECT Activity. The team now allocates additional resources each quarter to intentionally pause and reflect, using the new Theory of Change as a guide, to examine the successes and challenges of our partnerships and activities, and to make recommendations to how to adjust them to ensure that we are engaging in the most appropriate way to achieve our desired results.
	CLA Approach: The first and second steps in our CLA approach were built into the Activity from the beginning to ensure systematic and intentional internal and external collaboration. The subsequent steps in our CLA approach were not originally anticipated and were added when the need arose.

First, USAID PROTECT ensured internal collaboration through weekly staff meetings and quarterly technical review and planning meetings, guided by the MEL plan, to review progress made on the set targets against each indicator. Through these meetings, the USAID PROTECT team realized that it was not achieving the anticipated results. 

The second step in our CLA approach (running concurrently with the first) was to ensure external collaboration through weekly meetings with USAID/Tanzania and annual bilateral check-ins with each of our key partners (government, NGOs, CSOs, and private sector) to review past collaboration successes and challenges, and to develop possible avenues for future work. Following these bilateral discussions, we also held annual work planning meetings that included all major partners in order to build on successes, learn from challenges, and use recommendations to establish the work plan for the following year. Doing so was critical for establishing a strong relationship and open communication with USAID/Tanzania and in-country partners to ensure that there was frank and open feedback and discussion about the Activity.

The third step was an intentional pause and reflect by the USAID PROTECT team on the possible reasons for non-achievement of expected results that had been revealed through step 1 of our CLA approach. It was clear that some of the activities in the early work plans, based on the original Theory of Change, were not implementable, due to changes in the local context of the wildlife conservation sector and shifting priorities of both the USAID Mission and the Government of Tanzania.  

The fourth step was to inform USAID/Tanzania of these observations, which was facilitated by the strong relationship already established through external collaboration in CLA step 2. Together, RTI International and USAID/Tanzania decided to take action to adapt the Activity to fit the reality of implementation.

The fifth step was to conduct a series of additional pause and reflect exercises with USAID/Tanzania and the USAID PROTECT technical team to examine and adapt the Theory of Change for the Activity. At the suggestion of USAID/Tanzania, the USAID PROTECT team used the Open Standards for the Practice of Conservation methodology and MIRADI software tools to facilitate the identification of biodiversity targets, threats, drivers, and strategic approaches, a holistic conceptual model that illustrated the new Theory of Change for the Activity.

The sixth step in the CLA approach was to use the new Theory of Change to adapt the Activity work plan, MEL plan, and implementation approach. The use of these CLA steps has enabled the Activity to practice adaptive management and improve its implementation.

Now that the USAID/Tanzania and USAID PROTECT teams have seen the value of CLA for improving the Activity, we will continue to intentionally schedule pause and reflect moments to review our Theory of Change, results, and activities throughout the remainder of the Activity. 
	Why: USAID PROTECT had already built a CLA approach into the Activity through its collaboration with the Government of Tanzania, development partners, NGOs, CSOs, and the private sector, and its systematic development, implementation, monitoring, and evaluation of technical activities. In addition, the USAID PROTECT team was regularly learning and adapting the Activity through weekly meetings, both internally with staff and externally with USAID/Tanzania. During quarterly work plan reviews and planning meetings, the USAID PROTECT team assessed and discussed progress made towards planned results and associated challenges and gaps, captured lessons learned, and made recommendations to address challenges in the next quarter. In addition, USAID PROTECT included partners in its annual work planning meetings.

RTI International and USAID/Tanzania did not anticipate the need to revisit the foundational Theory of Change, upon which the Activity is based. However, after its second year, it became clear that the original Theory of Change and the reality of implementation were not aligned. USAID/Tanzania’s Natural Resources Management team suggested using the Open Standards and MIRADI model as good tools to frame the adaptation of the Theory of Change. Undertaking this revision exercise required allocating considerable resources from both USAID PROTECT and USAID/Tanzania. The end result was certainly worth the effort, as the new Theory of Change was well aligned to the Tanzanian reality and facilitated the development of an appropriate and implementable work plan for FY18
	Context: RTI International implements USAID/Tanzania’s Promoting Tanzania’s Environment, Conservation, and Tourism Activity (USAID PROTECT, 2015-2020), which addresses dynamics in Tanzania that threaten biodiversity conservation and inhibit private sector-led growth in the natural resources sector. USAID PROTECT focuses on three key areas: (i) policy, research, and advocacy; (ii) institutional strengthening; and (iii) private sector investment in the wildlife sector.

In early 2017, RTI International and USAID/Tanzania recognized that the threats to biodiversity had shifted, and that the original Theory of Change, on which the USAID PROTECT Activity was based, was no longer adequate or appropriate. Together, RTI International and USAID/Tanzania intentionally took a step back to pause, reflect, and re-examine the Activity’s original Theory of Change model, using the Open Standards for the Practice of Conservation methodology and MIRADI software tools. The goal was to ensure that USAID PROTECT’s interventions were accurately aligned with indirect and direct threats to biodiversity conservation objectives and targets.

RTI International and USAID/Tanzania collaborated over several months to develop an updated Conceptual Model and Result Chains, with clear biodiversity targets, threats, drivers, and strategic approaches included. This collaborative pause and reflect exercise established the new Theory of Change, on which to base future work plans for the Activity’s implementation. USAID PROTECT subsequently used this adapted conceptual model as a basis for stakeholder consultations with Government of Tanzania officials, development partners, nongovernmental organizations (NGOs), civil society organizations (CSOs), and the private sector during the preparation of the Activity’s work plan for FY18.
	Lessons Learned: Before embarking on a CLA approach, it is important to recognize that it requires both physical and mental space and time outside of the normal day-to-day duties and responsibilities. Otherwise, it will always be pushed to the bottom of the priority list. It is also important to recognize that using a CLA approach needs to be a conscious decision, with adequate resources allocated, in order to be effective. It is also critical to ensure that leadership is open to participating in and accepting and acting upon the results of the approach. Without leadership buy-in, it will be challenging to fully implement a CLA approach. Finally, it is important to establish clear lines of communication and trust with all participants early in the implementation of a CLA approach, and to clearly set the stage for thinking outside of the box and beyond business as usual. If this understanding is not made clear early on, participants may feel uncomfortable and threatened with the potential change the approach represents. 
	Factors: Strong working relationships between the USAID PROTECT Activity team and USAID/Tanzania enabled our CLA approach, supported by the depth of experience at USAID/Tanzania on developing Theories of Change using the Open Standards methodology and MIRADI software. Our CLA approach was also made possible by the leadership on both teams, who recognized that the original Theory of Change was a binding constraint to the Activity’s successful implementation, and intentionally decided to allocate resources, especially staff time, to revise the model. The strong ICT background of the USAID PROTECT M&E Specialist also enabled our CLA approach, as he was able to easily learn how to use the new software.

On the other hand, the main obstacle to the CLA approach was dedicating staff time in addition to all other duties and responsibilities. Another obstacle to the CLA approach was that for most of the USAID PROTECT team, this was the first time that they had participated in such a Theory of Change exercise, and it took several sessions to build a strong understanding. A final obstacle was that the Theory of Change revision process lasted for many months before it was completed, and several times, there was a risk that it would be abandoned completely, due to competing Activity implementation priorities.
	Impact 2: As USAID PROTECT is still in the process of implementing the FY18 work plan that was developed using the revised Theory of Change, it is still too early to know exactly how the new Theory of Change has contributed to Activity outcomes. However, it seems that the newly adapted strategic approach and targeted interventions of USAID PROTECT has already increased the quality of the implementation of the Activity through improved collaboration with key Government of Tanzania units, NGOs, and private sector operators. Recently and unexpectedly, additional organizations reached out to us to develop new partnerships to further the achievement of our desired results.


