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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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	Caption: Pause & Reflect Workshop participants collaborate to develop a results chain based on the program's Theory of Change.Credit: Oceans and Fisheries Partnership
	Case Title: Oceans of Opportunity: Using CLA for Mid-Term Program Learning and Adaptation
	Image_af_image: 
	Summary: The USAID Oceans and Fisheries Partnership (Oceans) is a five-year regional program funded by USAID’s Regional Development Mission for Asia (RDMA) to combat illegal, unreported, and unregulated (IUU) fishing, promote sustainable fisheries, and conserve marine biodiversity across Southeast Asia. In 2015, the program set out with an ambitious goal to build a single, unified electronic catch documentation and traceability (eCDT) system that would serve all ten Association of Southeast Asian Nations (ASEAN) member countries. a pioneer in facilitating regional eCDT to support data-driven fisheries management, it was clear from the outset that Oceans would benefit from using CLA approaches in its implementation. As implementation began, Oceans quickly learned that each of the participating ASEAN member countries had widely differing needs and capacities that would render a top-down, single-system approach ineffective and obsolete. These findings challenged core assumptions in Oceans’ TOC; the program needed to adapt to address regional diversity, rapidly evolving technologies and growing interest in developing national policies to support international requirements.The USAID’s Office of Forestry and Biodiversity (FAB) and RDMA team understood how the activity’s midpoint presented a unique opportunity to pause and reflect to adaptively manage program decisions and activities during its second half. USAID and Oceans decided to hold a pause and reflect workshop, timed to inform the design of two technical mid-term assessments. The CLA process had two major areas of impact. One, a follow-on internal mid-term program review that was well designed and informed due to the pause and reflect workshop exercise, and two, ongoing changes in organizational dynamics that resulted from a dedicated, intensive period of internal collaboration.  
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	Impact: The CLA process has had two major areas of impact. One, a follow-on internal mid-term program review that was well designed and informed due to the pause and reflect workshop exercise, and two, ongoing changes in organizational dynamics that resulted from a dedicated, intensive period of internal collaboration. Immediately following the pause and reflect workshop, Oceans finalized a Midterm Review Plan for the program’s internal review of program progress that would be conducted in the following month. The collaboration and learning facilitated by the pause and reflect workshop enabled the review team to develop a deeply informed plan that included priority learning questions identified through the workshop.Workshop sessions to establish and refine program results chains also highlighted the need for increased emphasis on the program’s two learning sites. As such, programmatic management has shifted from being focused on each of the program’s technical workstreams to site-based management. This was immediately operationalized and in the team’s Year 4 work planning sessions held in May 2018, the program’s site coordinators led work planning efforts, rather than the program’s technical leads that are not located in the site and typically lead work plan development. The CLA process highlighted that in-country staff must be empowered to make strategic plans and decisions for the program to be successful. In addition, critical activities were identified in the pause and reflect and added to the site-based work plans to ensure end results will be achieved. With this, the need for additional staff support was identified to support priority activities. Through the workshop’s deep discussions, staff members left feeling empowered, heard, and supported.
	CLA Approach: USAID and Oceans decided to hold a pause and reflect workshop given the program’s strategic shifts and the nature of Oceans’ work to pioneer new technology in a dynamic, regional environment. The pause and reflect workshop was timed to inform the design of two technical mid-term assessments: an internal assessment conducted by Oceans and an external mid-term assessment contracted by USAID. To design and implement the pause and reflect workshop, USAID and Oceans established a collaborative organizing committee with representatives from USAID RDMA, FAB and Oceans. Representation from each party ensured that all objectives were represented in the pause and reflect plan, as well as provided staff and financial resources to conduct the workshop efficiently, drawing on the comparative skills of each partner. This collaborative approach also ensured that all groups had a vested stake in the success of the workshop and a sense of ownership over the results.Leading up to the pause and reflect workshop, the team engaged in pre-workshop learning exercises to begin to identify and document learnings uncovered during the program’s first two years. Team members reflected on the program’s TOC, activity progress, and identified the external factors that have contributed to challenges, opportunities and changes. These exercises allowed the team to enter the pause and reflect armed with documented learnings to guide decision making for adaptive management. Prior to the workshop, an orientation session was also held for staff new to the use of situation models and results chains, which are tools for strengthening the design, implementation, and adaptive management of conservation programs.The pause and reflect workshop, held in February 2018, convened twenty-four members of Oceans, USAID/RDMA, FAB, and Oceans’ regional partner, the Southeast Asian Fisheries Development Center. Participants included both technical staff and members of leadership who are based over a vast geographical area, including the U.S., Thailand, Indonesia, and the Philippines. Day one of the workshop started with introductions to the technical content.  The main goal of the day was to reflect on changes in program context, results chains, implementation status and progress on program performance indicators. The group also revisited the TOC’s underlying assumptions and the program learning questions that were drafted at inception.Day two of the workshop guided participants through a more in-depth review of results chains to identify where there were gaps or “leaps” between anticipated results. Gaps indicated where additional efforts, activities or strategic adaptations may be needed to achieve program objectives. As a result of the program’s strategic shift away from a one-size-fits all eCDT system, the group came to a consensus that custom results chains would be needed for individual countries and to reflect the nuances of each unique site. As such, the team worked together to develop results chains for the program’s two learning sites and identified “key results” and learning questions for each.Throughout the workshop, participants wrote potential learning questions on cards, which were systematically grouped and posted on the walls to provide visual representation, along with the learning questions identified during original TOC development. Working in small groups, participants began with a rapid “weeding” of the question cards, using a set of pre-determined criteria. During this process, questions were either discarded or identified as important to answer through the program’s planned midterm assessment or a specific program activity.Over the two and a half day workshop, the participants reviewed and updated the program’s TOC and identified priority learning questions to guide the program through its second half. These learning questions would propel the CLA process beyond the pause and reflect workshop and into several additional activities to inform Oceans’ required adaptive management decisions.
	Why: The USAID FAB and RDMA team understood how the activity’s midpoint presented a unique opportunity to pause and reflect to adaptively manage program decisions and activities during its second half. From the very start, the CLA approach offered by USAID fostered a collaborative and supportive learning partnership between USAID and the Oceans team. USAID’s open, flexible, and genuinely supportive approach to help the program learn and adapt at mid-term was refreshing, welcomed, and highly practical. Oceans needed to adapt to changing on-the-ground realities across the region, and the CLA approach provided a useful, structured framework for systematically analyzing and testing the TOC’s core assumptions. The approach’s acknowledgement of development as a path with many possibilities to be reassessed through time, rather than a linear path to be blindly committed to executing, aligned very well with the team’s experiences and inclinations. The approach also valued the perspectives and lessons of the entire team, encouraging everyone to come together, critically analyze the program, and transparently discuss potential implications for adaptive change in the presence of USAID leadership. Because the pause and reflect workshop was designed as a participatory group analysis, rather than a top-down, leadership-only process, the results had inherent buy-in from the entire team and offered a transparent path to group consensus on adaptive decisions within a culturally diverse and widely geographically-dispersed team. The approach allowed Oceans’ team to feel comfortable with openly sharing concerns in a supportive setting, free of the pressure that can sometimes be associated with formal program evaluations. 
	Context: The USAID Oceans and Fisheries Partnership (Oceans) is a five-year regional program funded by USAID’s Regional Development Mission for Asia (RDMA) to combat illegal, unreported, and unregulated (IUU) fishing, promote sustainable fisheries, and conserve marine biodiversity across Southeast Asia. In 2015, the program set out with an ambitious goal to build a single, unified electronic catch documentation and traceability (eCDT) system that would serve all ten Association of Southeast Asian Nations (ASEAN) member countries. Oceans was proposing a new approach to fisheries management which inherently introduced a high level of uncertainty in the program’s theory of change (TOC). As a pioneer in facilitating regional eCDT to support data-driven fisheries management, it was clear from the outset that Oceans would benefit from using CLA approaches in its implementation.As implementation began, Oceans quickly learned that each of the participating ASEAN member countries had widely differing needs and capacities that would render a top-down, single-system approach ineffective and obsolete. These findings challenged core assumptions in Oceans’ TOC; the program needed to adapt to address regional diversity, rapidly evolving technologies and growing interest in developing national policies to support international requirements. Through collaboration with regional partners, Oceans grew its technical evidence base and within its first two years, revisited and updated its TOC to acknowledge strategic shifts and learnings. The TOC was refocused to reflect increasing national-level government interest in fisheries traceability and the new approach to address each partner country’s requirements. By the Activity’s midpoint in 2018, the team wanted to more systematically reflect on the TOC’s core assumptions and review the program’s strategic progress to enhance program effectiveness during the second half of program implementation. USAID’s Office of Forestry and Biodiversity (FAB) recommended a pause and reflect process to inform and guide Oceans’ mid-term learning and adaptation efforts.
	Lessons Learned: One of the most valuable elements of the CLA approach was the opportunity to design a series of activities that linked together to inform the program’s strategic direction. The CLA allowed Oceans the insight and flexibility to design a multi-step process that engaged both internal and external partners in stages. Oceans highly recommends that others consider designing CLA initiatives as a multi-step process that goes beyond one, time-limited activity. Coupled with other learning opportunities and strategically planned to precede planning periods, the CLA efforts and invested resources were realized ten-fold. Oceans would recommend, however, that this series of activities be launched sooner in the program lifespan. Launching CLA initiatives closer to the beginning of Year 2 would allow more time for reflection and any course corrections that were identified.Additionally, broadening the base for collaboration, beyond internal staff and partners, is also highly encouraged. CLA is a collaborative approach, and stakeholders’ understanding, participation and buy-in are key to the success of the initiative. By conducting the program’s midterm review immediately following the pause and reflect workshop, Oceans was able to gather feedback from in-field partners whose involvement in program activities is critical to Oceans’ success. Adding the feedback of approximately one hundred external partners allowed Oceans to validate pause and reflect discussions and reinforce recommendations with scientific research data.
	Factors: USAID Oceans owes many of the successes reaped from the CLA approach to the collaborative foundation established at program inception with support from USAID/FAB’s Measuring Impacts activity. The conduct of a collaborative TOC design workshop at program launch introduced the CLA approach early on and set the tone for a learning environment, where questioning is encouraged and challenges or unexpected results are seen as opportunities for reflection and adaptation. As a result of this tone-setting event, Oceans’ TOC was able to be depicted in visually explicit results chains that facilitated communication and shared understanding by Oceans and USAID staff. Further, organizational commitment to collaboration, learning and adaptation by both USAID and Oceans leadership was critical to CLA succcess. Oceans also acknowledges the tremendous, top-down organizational commitment to CLA, which has enabled the CLA initiatives undertaken this year, including the pause and reflect workshop, internal mid-term review, and planning for the program’s external evaluation. Lastly, a commitment to openness by all parties involved enabled and empowered staff to reflect freely on program successes, challenges, and opportunities.Limited time and resources were found to be the biggest obstacles in the CLA process. In the midst of implementation, it was challenging to dedicate time for planning and reflection. The pause and reflect workshop, for example, was conducted in a condensed two and a half day format, but could have benefitted from a full five days of reflection. Additional resources for dedicated staff could have benefitted the process.
	Impact 2: Oceans expects that it will deliver enhanced development outcomes because the CLA process identified key questions and weaknesses in the TOC and implementation, allowing the team to give additional attention to these areas. Oceans used outputs from the pause and reflect to guide several follow-up activities that were designed to extend the CLA process beyond the confines of conference rooms and into a learning process that would go beyond the pause and reflect workshop. Following the February pause and reflect, the team conducted its internal midterm review in March 2018. The review was designed to validate Oceans’ core assumptions, which were updated at the pause and reflect, and address the workshop-identified priority learning questions. Through the midterm review, Oceans met with over one hundred program stakeholders in the Philippines, Indonesia, and Thailand to gather information on program reception and progress at a regional, national and site-level. From a series of key informant interviews and focus group discussions, Oceans’ research team produced programmatic recommendations to maximize program impacts in its final half. By using the CLA approach, with a pause and reflect workshop that led to in-field stakeholder engagement, the program was able to identify learnings and opportunities for adaptation that were much richer having combined workshop and field-based collaborations.In May 2018, Oceans held a four-day Year Four Work planning Workshop. In addition to the organizational dynamic shifts mentioned previously question, Oceans was able to address many of the gaps identified in the pause and reflect activity in Year 4 programming. For example, through the pause and reflect activity the team identified the need to strengthen the links between technical work streams focused on traceability and those on fisheries management. As such, additional activities were planned to more closely link these technical areas, ensure a holistic approach for implementation, and ultimately deliver additional development outcomes.


