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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: Miriam Choy & Paola Buendia 
	Organization: USAID/Peru
	Caption: Regional Government of Ucayali participants in a workshop to develop their Monitoring, Evaluation and Learning plan. Credit: USAID/Peru 
	Case Title: Collaborating to Build Local Government Monitoring and Evaluation Capacity in Peru
	Image_af_image: 
	Summary: USAID’s evaluation policy and the integration of aid effectiveness principles in our work created an important impetus for USAID/Peru to incorporate Monitoring & Evaluation (M&E) capacity building as a specific focus of our assistance. As we increasingly worked directly with local partners, it became clear that they needed to improve their M&E capacity in order to facilitate results-based management and ensure the sustainability of all of USAID’s work. In 2013, USAID/Peru launched a five-year M&E umbrella contract to conduct program evaluations, and build the M&E capacity of our implementing partners. Beyond strengthening the ability of partners to monitor USAID-supported projects, we wanted to increase the M&E capacity of our local partners in such a way that they would be better positioned to manage for results on any activities they continued to implement, long after USAID assistance ended. Our CLA experience is a two part story. First, to build a cadre of individual M&E professionals, we developed an M&E course based on existing training materials provided by USAID and other donors, and sought External Collaboration of other stakeholders to enrich the course. In this stage, our use of CLA was limited. While implementing the course, participants from two regional governments (RGs) requested follow-on assistance to put the course theory into practice in their regions. Following a USAID CLA seminar in Lima, we decided to more intentionally and actively utilize CLA approaches in our second phase of capacity building. We mapped stakeholders and identified key counterparts in the RGs. Together we planned and formalized an action plan with clear expectations, roles and responsibilities, and key milestones. We systematized the process, and adapted and packaged the tools from the course into a practical M&E toolkit, including step-by-step guidance on how to set up and continuously improve M&E systems at a RG. This toolkit is the first of its kind in Peru. It's deployment will help standardize and improve the quality and consistency of M&E practices for RGs, both today and into the future. 
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	Impact: Using CLA practices in our work with our M&E contractor and local partners has also motivated USAID staff to more fully adopt CLA internally. Because the success of our CLA work with regional governments cut across technical offices at the Mission, this has spurred increased collaboration on activity monitoring and capacity building efforts across the Program and Technical offices, and helped us optimize our limited resources to build Peruvian M&E capacities. 

Had we not adopted CLA approaches in our work with our M&E contractor, we would have likely completed the design and launch of the new M&E diploma course for partners, as planned in our contract, but we would not have created the follow-on M&E toolkit that was requested by diploma graduates. The development of the diploma course required input from multiple offices within USAID and our partners, but expanding our use of CLA also expanded our impact. By proactively using CLA with our counterparts in developing and implementing the course, we created new tools and demonstrated the positive impact of CLA to our partners and Mission staff. As a result of this successful experience, our M&E team and Mission leadership are now looking for new areas to implement CLA. We are dedicating concrete staff time to more internal and external collaboration and have incorporated a full CLA component into the design of our forthcoming Mission umbrella M&E contract. 

	CLA Approach: Part I: In 2012-2013, before CLA was a widely used term at USAID, USAID/Peru set out to strengthen the M&E capacities of our local partners. We conducted a literature review to identify the best Technical Evidence on capacity building, and decided on USAID’s Human and Institutional Capacity Development (HICD) model as the most appropriate framework to use. This framework addresses both institutional performance and individual competencies at the same time. To accomplish this, we reviewed best institutional practices in M&E, and the individual skills needed by professionals implementing best practices. We then designed an M&E diploma course in partnership with a local university, building on existing Technical Evidence. We vetted the course content through External Collaboration with other stakeholders—local NGOs, implementing partners, GOP decision-makers, and users of M&E information—to finalize the course curricula. As a result of this collaboration, the course content was adapted to include two new areas not initially contemplated: soft skills for M&E practitioners (e.g., negotiation, leadership, ethics, teamwork), and communicating evidence to decision makers. Neither of these themes were included in the only other diploma course offered in the local market.   

Once the course was ready, our highly regarded local university partner opened it up to a pilot round of USAID partner M&E professionals. Between 2015-16, USAID funded the first two offerings of the eight-month course to 72 local NGO and GOP partner staff. We monitored implementation closely, received continuous feedback from participants and instructors, and used Adaptive Management to continuously improve the course content and delivery. In 2017, USAID officially transferred the course content and curricula to the local university. This year, the university is offering the course as part of their regular offerings on a fee for service basis. 

Part II: While implementing the M&E diploma course in 2016, participants from two regional governments (RGs), where USAID works, requested follow-on assistance to implement the M&E practices they were learning. The RGs had limited existing M&E systems, policies, or budgets in place. We were eager to help build the capacity of these key partners, but were interested in a mechanism that could help mitigate the constant staff rotation common in RGs. Fresh from a visit by PPL's LEARN team, we decided to intentionally implement CLA approaches to deliver targeted assistance.    

Learning from our past experience and M&E data, we reviewed evaluations of USAID’s prior capacity building activities. We identified lessons and best practices that could be applied to improve RGs’ M&E capacities, such as formalizing commitments to implement technical assistance, engaging staff not only at the decision-making level but also at the operational level, and documenting processes to mitigate the risk of staff turnover.  

Using External Collaboration, we mapped different stakeholders within the RG and the types of collaboration each participation sought. We identified key counterparts at the RG and agreed to start in one priority sector (education). USAID and RG staff planned and implemented assistance together, and formalized an action plan with clear expectations, key milestones and clear roles and responsibilities. We used Adaptive Management to modify the M&E diploma course materials to the new context and jointly deliver the training and technical assistance with RG participants in the M&E course. We also worked together to address setbacks, such as demystifying the role of M&E in development work, and engaging government managers to gain top level support and ensure continuity.  

Promoting Internal Collaboration, we aligned the messages and efforts of USAID/Peru’s education, decentralization and M&E teams (all of which work with RGs) to seek synergies and reinforce RG commitment to implementing M&E capacity building.  We also documented the process, and packaged the tools used, to facilitate continuous learning. As a final result, USAID and the RGs developed a practical M&E toolkit, which includes step-by-step guidance on how to set up and continuously improve M&E systems at a RG. This product is the first of its kind for sub-national governments in Peru. It's deployment will help standardize and improve the quality and consistency of M&E practices for RGs, both today and into the future, and its already being used by other institutions. 
 

	Why: When USAID/Peru’s M&E contract started up, Collaborating, Learning and Adapting (CLA) had not yet been widely discussed within USAID, nor incorporated into the ADS. Nevertheless, because CLA approaches are good development practices, USAID/Peru had included some CLA principles in the design of our M&E umbrella contract. This included a robust M&E capacity building component that called for the design and implementation of a lasting M&E training mechanism, and a capacity building plan for current USAID partners and other key Peruvian institutions. Through revisions and negotiations when setting the annual work plan for the contract each year, USAID/Peru was able to regularly adapt our capacity building plan and work to address local circumstances and needs, as our understanding of the M&E landscape evolved. In this way, we collectively adapted our training offerings and tools to the needs of our clients as they evolved.

In mid 2016, staff from the LEARN mechanism visited Peru and held a mini-training with the mission’s M&E team on the CLA maturity matrix. The team helped us conduct a rapid assessment of the extent to which CLA was being implemented in a systematic, intentional and resourced manner throughout the mission’s Program Cycle. (Note: the Mission M&E team includes M&E staff from the Program Office as well as all Technical Offices.) We identified the M&E platform as a strategic way to actively integrate CLA across the Mission’s work. Since that time, we have intentionally employed the CLA model more rigorously in our activities and have begun to document our progress, lessons learned, and successes.

Below we tell the story of the two phases our our experience using CLA to improve local M&E capacity. The first is officially “pre-CLA” (though we used some CLA approaches) and the second more intentionally integrates CLA approaches.
	Context: In the early 2010s, following the launch of the Principles of Aid Effectiveness, USAID missions prioritized working with local organizations and increasing the use of evidence for decision making across our programming. The 2011 USAID Evaluation policy, which encourages capacity building of partner governments and civil society to promote evidence-based and results-based management, also created an important impetus for missions like USAID/Peru to tackle M&E capacity building as a specific focus of our assistance. As we increased direct partnerships with local organizations, many of which had limited M&E skills, the need to improve local M&E capacity became clear. At the same time, the Government of Peru (GOP) began rolling out results-based monitoring of its budgeting and expenditures, and established evaluation units in some ministries, presenting an opportunity for increased partnerships and capacity building on M&E.  

In April 2013, USAID/Peru launched a five-year Monitoring and Evaluation platform to (1) provide evaluation services to USAID/Peru, (2) build M&E capacities of USAID/Peru implementing partners, especially local and host government partners, and (3) strengthen the capacities of local evaluation institutions to design and implement evaluations according to international standards. Beyond merely building the ability of partners to monitor USAID-supported projects, the challenge was to develop partners’ M&E capacities in a sustainable way, by developing and implementing a lasting training mechanism for current and future local partners and other interested counterparts and stakeholders - and to ensure this mechanism would continue improving M&E capacities of partners after our direct support ended.
	Lessons Learned: Regional governments in Peru are under-resourced, have very few M&E specialists, and have many demands on their time. It was a challenge to get them to focus on improving their M&E capacity, but the experiences and lessons on integrating CLA below helped to not only improve their M&E capacity, but to also stimulate a culture of project monitoring and evidence-based decision making. 
- Conduct a literature review. Review available USAID and other donor technical resources on capacity building efforts to help inform and shape your capacity building approach (e.g., HICD, Local Systems Framework, etc.). 
Identify key stakeholders responsible for M&E early, and find out what motivates them. It is helpful to identify a single “champion” in the partner institution to help drive the process throughout. Also, engage other stakeholders that could influence implementation. Stakeholder mapping is very helpful for this step. 
- Engage leaders at the highest level of the institution you are working with and seek out formal commitments from them to achieve a mutually agreed upon goal. This top-level commitment is important before committing staff time and resources to strengthen M&E systems throughout the organization. Formalize your collaboration with clearly defined roles, responsibilities, targets and time frames to accomplish your shared objectives.
- Engage key stakeholders to co-design and then implement the capacity building plan you have developed. This plan should include moments to pause, reflect and adapt, and should also include indicators to monitor progress during implementation. 
- If possible, use a flexible procurement mechanism to support your work, that allows for adaptive management and implementation.
- Document your experience. This allows for continued learning by future officers and programs implemented in the same country, and can be shared with other countries and programs as well to feed the Agency’s overall CLA efforts.
	Factors: Factors that enabled the success in this case included:
- A well-defined development challenge: Having a clear end goal in mind (strengthening the M&E capacities of our local partners and regional governments) allowed for effective CLA without getting lost in the process. Whenever there was doubt on how to proceed, we came back to our overall goal and then reflected on how CLA could help us get closer to our desired result. 
- A collaborative, results-oriented, and non-hierarchical M&E team: most of the Mission’s M&E team members have worked together for years. They not only have technical knowledge of M&E, but work well together and feel comfortable collaborating. They are focused on results and share a common vision of success. Because of the team’s high trust and shared experiences, team members effectively collaborated and integrated this learning to improve our M&E course content and toolkit. 
- A M&E platform with an M&E capacity building component and flexible mechanism: Having a dedicated component for capacity building provided critical momentum to research, review, reflect and collaborate on new ways to build M&E capacity. In addition, since the M&E contract was set up as a cost-reimbursement mechanism, we had some flexibility to modify the specific work products and tasks each year in the annual work plan, and update this plan quarterly. The contractor was also responsive and operated using the principles of CLA in their work internally, and with USAID, which facilitated successful CLA. 

Inhibiting factors:
- Time: CLA takes time, and working with host government partners can be challenging since they work at their own pace, have their own priorities, and frequently experience staff turnover. As one concrete result of this, our capacity building plan for the regional governments was expected to be implemented in eight months, but ended up taking 12 months to complete.   
	Impact 2: Using CLA approaches has paid huge dividends for USAID/Peru and our local partners. The use of Technical Evidence and External Collaboration to design the M&E diploma course, in response to unmet demand for a hands-on training from public and private sector development practitioners, resulted in a high-quality, practical course offered by a highly-regarded local university. Because of the extensive collaboration during the design phase, the course has had consistent demand and now continues to be offered by the local university without any USAID assistance. This represents a new training option for Peruvian M&E professionals and serves to increase local knowledge and skills related to M&E. 
 
The use of External Collaboration and Adaptive Management while piloting the M&E diploma course motivated us to collaborate with the regional governments to develop a practical M&E toolkit—with step-by-step guidance to establish or strengthen an effective M&E system—which was adopted by two regional governments in early 2018, and which USAID has also officially transferred to two local networks of M&E professionals for continued use and improvement. 

As a result of the easy-to-use guidance of the toolkit, regional governments are increasing the resources they dedicate to M&E, and have established electronic databases to collect, manage, and analyze monitoring data in targeted sectors (see this video [https://www.youtube.com/watch?v=E7LL_cvF-oU] from the Government of Ucayali, Peru). With this new capacity, governments are able to track and publicly share key results from health and education investments.  Today, officials are expanding their use of M&E in the housing and sanitation sector and sharing information with the local population via government websites [http://monitoreo.regionucayali.gob.pe/], which demonstrates responsive government and facilitates greater citizen participation in local affairs. 



