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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 



 

 
 

    
  

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: William Butterfield & Carine Khoury 
	Organization: USAID/Lebanon and Social Impact 
	Caption: Activity team discussing alignment of indicators. Credit: USAID/Lebanon.
	Case Title: Refocusing an Economic Growth Strategy through CLA 
	Image_af_image: 
	Summary: The USAID Mission in Lebanon needed to rethink and redesign its strategic approach to its Economic Growth (EG) program, particularly because Lebanon is facing a “jobs crisis” that is threatening its stability.   In order to better achieve our Development Objectives, the Mission decided to consolidate each of the activities under the Economic Growth (EG) portfolio into a single Project Appraisal Document (PAD) designed to improve our programmatic focus, coherence, and impact.

The CLA approach helped us do just that.  The Mission first initiated a monthly “CLA Series” around different topics, creating an effective forum for learning and discussion which we fed directly into our new PAD design.  Through collaboration with our implementing partner, we were able to roll out a new PAD focused on “increasing productive employment in Lebanon” with a clear and effective Monitoring, Evaluation and Learning (MEL) plan and quantitative targets to measure our progress and hold us accountable.  The impact has been significant around the office as well as outside in the field.  Our activities are much less stove-piped and better aligned towards a common purpose with consensus and buy-in from all stakeholders.  For example, the Ministry of Education and Higher Education (MEHE) in Lebanon has adopted a monitoring approach to its early grade reading program which was directly inspired by our CLA/MEL approach.  Each of our activities under the new PAD now integrates cost-effectiveness analysis into every intervention, also based on the CLA approach.  Missions should try and replicate this success by committing to systematizing CLA through monthly learning sessions, Implementing Partner’s meetings, and focusing a bit more on strategy.    
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	Impact: The Mission now actively supports an environment that fosters learning from what works and what doesn’t in development utilizing CLA approaches.  Prior to these efforts, many in the Mission had lost focus on the bigger picture, namely the USAID Vision.  All too many staff had become bogged down in the “day to day” necessary tasks involved in project and budget management.  They hadn’t had the opportunity to pause and reflect about the activities they manage and think about the cutting edge ideas coming out of the development field.  The monthly CLA series gave the Mission the opportunity to engage at a more intellectual level and rediscover why the development field is so interesting.  This is also advancing careers, as staff are taking up various causes, improving programs, and adding achievements to their resumes. 

The new project-level PADs and MEL (of which the PSD PAD is an example) now hold Mission staff and implementing partners accountable for meeting development goals cost-effectively by setting realistic yet ambitious numeric targets for success.  Our agreed headline targets are based on analysis regarding what we thought was possible if we were realistic yet aggressive.  This keeps Mission staff focused on development outcomes and offers a new incentive for staff to work together and leverage the resources of all of our activities under the new PAD. 
In light of this noticeable shift in the organization and office culture, the Program Office is facilitating a Mid-year project level portfolio review, giving the opportunity for project teams to focus on high level strategy rather than examining activity progress and achievements (moving away from stove-piping). 

Short-term structural/systematic changes and more behavioral/systemic changes over the longer-term can transform USAID/Lebanon into a collaborative, learning-oriented and adaptive Mission. This will achieve staff wishes for systems that will make workloads easier, while providing more time to think about what they try to achieve through programming.

	CLA Approach: Once the decision was taken to use CLA, the Mission’s monthly learning event series provided a platform for internal and external collaboration and was adapted as the CLA vehicle. Mission staff, implementing partners, community partners, and the broader US Embassy staff attended.  These meetings are the venue for active discussions that follow presentations. 

Next we created a DO2 team, led by the EG Office Director. The team was responsible for the creation of the new project-level PAD, based in part on what we were learning from our new CLA approach. The team received external support from Social Impact (the MEL platform for the Mission) who facilitated the PAD development.  The partnership between the Mission, Social Impact and our implementing partners enabled us to collaborate on the development of the logical framework (LF), the results framework (RF), and the MEL plan for the what became called the Private Sector Development (PSD) PAD.  This is the PAD that consolidates all private sector activities under a single logical umbrella. Beginning in October 2017, the team met together regularly, both in person and virtually to review the existing activity-level PADs, seeking agreement on what were the common grounds for the PSD PAD and the accompanying project-level MEL plan.  The LF, RF and draft PAD were reviewed and debated by the team. 

The seven activity-level partners working under EG together report on more than 100 indicators.  Out of these 100 indicators, 11 are PMP and/or PPR level indicators.  Out of these 11 indicators, less than 5 are reported on by all the activity partners; thus potentially understating the outcome of the size and impact of the EG portfolio in Lebanon.  To correct this flaw, a set of 16 indicators suitable for adoption by most partners was agreed collaboratively after examination of all activity-level indicators. Using these 16 indicators ensures the contribution of all activities in EG portfolio outcomes.  Concurrently, this process streamlined the PSD PAD IR and Sub-IR indicators as they feed into Lebanon’s CDCS. 

By early 2018, the PSD PAD was complete and ready to roll out to the implementing partners. The DO2 team was looking for a common understanding of PAD structure, the LF, and the RF among the activity partners, with an understanding of what was needed to re-align the existing activities to the new project-level PAD. 
CLA is now being used to build relationships with stakeholders and other development agencies to confirm and revisit the validity of USAID’s development hypothesis, leverage resources, and achieve common goals. Different stakeholders, including implementing partners, donors and local community partners, have an opportunity to share knowledge on what works, discuss areas of shared interest and potential cooperation in order to avoid duplication of efforts, as well as provide possible solutions to improve field practices. For example, in one of the series meetings, the Lebanese American University (LAU), a local partner, spoke about the availability of data on labour market opportunities generated through their research unit and that can be made available for the Mission and other partners working in Lebanon. Another example was the sharing of beneficiary contacts in order to build on past success of USAID projects.  

Following the conversations and analyses that emerged from our new CLA series described above, we agreed that the Mission needed to focus on promoting job creation, and that we would also need to focus our PSD on leveraging private investment, ideally done through the formation of new partnerships and the implementation of market based solutions.   We were then able to reach consensus on a project purpose: “Productive employment in Lebanon increased through direct support to the private sector.”  We set realistic yet aggressive headline metrics for project success.  Through activity-level analysis of past results achieved per a given budget level, and assuming a similar mix of activities going forward, we decided on a headline PSD PAD target of 7,500 new “Full Time Equivalent” jobs created and $100 million worth of private sector investment leveraged.  



	Why: CLA provided the right process and tools to strengthen collaboration and the alignment of the activities across the EG portfolio. Although the Mission was aware of CLA, it was not used systematically as a learning tool and a clear positive result from CLA activities had not occurred. Nevertheless, CLA had been growing organically within the Mission for some time, with discrete activities such as CLA trainings and meetings between the Program Office and Social Impact (the Mission MEL platform implementer) to advance a CLA plan and to implement a CLA assessment.  Through the leadership of the Mission Director, over the course of many months we were able to identify several “CLA Champions” committed to using CLA to improve operational efficiencies and programmatic focus.  These champions were the catalyst needed to deploy CLA to solve this problem.

In order to design an effective project level PAD, we knew that we needed to create a more formal process for identifying development constraints, designing and implementing effective interventions, and agreeing to a more focused strategy and MEL plan.  We needed to have more and better exchanges of ideas and feedback as well as more structured arguments about how to achieve our development objectives.  Evolving and systematizing our approach to CLA emerged as the clear path forward.  

	Context: Lebanon suffers from what is commonly referred to as a “job crisis”, meaning the economy is not producing enough jobs for new entrants into the labor force, aggravated by the presence of over one million Syrian refugees. The job crisis threatens the country’s fragile political stability. USAID/Lebanon’s second development objective (DO2), within the Country Development Cooperation Strategy (CDCS), puts in place the strategic framework to support an improved enabling environment for economic growth (EG) aimed at addressing the jobs crisis.  DO2 “Inclusive economic growth enhanced” encompasses a broad spectrum of activities designed to address economic growth constraints identified in the CDCS. 

The USAID/Lebanon Mission recognized that it needed to refine its strategy implementation for its economic growth (EG) objective. Each activity under the EG portfolio was treated as if they had individual objectives that were nominally contributing to the overall EG objective.  Each activity had its own MEL plan that focused on its own activity level outcomes, but did not integrate well with other activities nor with a coordinated higher-level project objective. Overall, the Lebanon EG program lacked focus, as reflected in the dozens of disparate indicators being reported by the activities.  

We knew we needed to address these challenges and began initial discussions on how we could organize all of our activities around a unified purpose to improve our DO level focus, coherence, and impact.  The Mission decided to bring all EG activities under a single project-level PAD and MEL plan that would better integrate our portfolio.  The PAD would align the objectives of the individual activities by focusing on just a few critical indicators that are most important for measuring our progress related to DO2 intermediate results in Lebanon.  


	Lessons Learned: Look for a champion in your institution. What enabled CLA to progress as it has in Lebanon is the presence of key staff at the Mission and the MEL platform staff that have CLA as a component in their contract agreement.  CLA floundered for a couple of years despite efforts to kick it off from the Program Office and from the MEL platform. A recent change in Mission staff brought with it staff who understood and promoted CLA. 

Gain a toehold for CLA with a monthly CLA series in the Mission. Identify a specific theme and focus it on learning from experiences; do not present a general project/activity overview.  A good mix of presenters is ideal, and not just from your partners.  “Shameless self-promotion” by presenters is unacceptable.  Instruct your presenters to be as academic as possible since in these sessions you really want to “stop and reflect” on the bigger picture.  The sessions should be of interest to a larger audience, not just a single office.  For example, findings and conclusions from recently completed evaluations make great sessions (and you should never conclude an evaluation without a Mission-wide discussion).  Showcase USAID’s work by inviting your State Department and other Embassy colleagues, and this may also offer further opportunities for collaboration.  Encourage all USAID offices to get involved and present on a topic because you will want your sessions to be inclusive and not just focused on a single technical office’s work.

Quarterly meetings with implementing partners are key to advancing CLA at the Mission and with the partners themselves. We recommend focusing them on a specific topic common to the partner’s activities (defining productive employment worked well for us). CLA sessions need to be well facilitated with stated desired purposes and outcomes. CLA discussions have much in common with focus group discussions, and the same cautions apply.
	Factors: Because we did not have a ‘live’ example of positive outcomes from a CLA activity there was doubt that CLA differed from just holding a meeting. With this described CLA activity, we have seen how we can resolve stove-piping and gain common cause to reach desired objectives. This point of reference on CLA within the Mission is now a catalyst for others.  

One key obstacle was getting each of the activities to align with the new PSD RF.  A specific CLA learning session was held for this purpose. Not all activities are focused on job creation and leveraging private investment, but they feed into these objectives.  For example, it is very difficult to generate additional employment in the agriculture sector in Lebanon, because most activities are in rural areas which have experienced declining populations.  Our Livelihoods activity focuses on micro and small enterprises that very often are not looking to hire many additional employees.  These activities therefore were focusing on sustaining employment and growing incomes, which we eventually included as one of our headline indicators.  At the IM level, this process resulted in additional reporting requirement and/or change in the data collection and presentation process.  The IM might be collecting the data, but not reporting on it. With the new LF and RF, they would have to.  This will require individual coaching and assistance to facilitate the process and streamline it more easily.  

A key enabling factor during this process, is the Mission staff commitment and diligence in moving forward.  It took less than 6 months between the start of discussion to grant approval for the PSD project PAD.  The alignment process is under way and will be finalized before the end of the year.  At the partner level, alignment is done through mentoring by Social Impact, and may take another 6 months.  

	Impact 2: The Mission’s CLA work has already influenced over $42 million of Mission programs.  Interestingly enough, the biggest development outcome we’ve achieved since we began the CLA initiative was outside of the economic growth sector!  The Mission’s Education Office greatly appreciated the CLA sessions that the Mission held and were able to incorporate the lessons learned from the economic growth projects into their early grade reading program.  Meanwhile, the Ministry of Education of Lebanon had been reluctant to adopt standard benchmarks and a monitoring program to measure the effectiveness of the donor funded program it implements -- the Ministry did not see the value of the early grade reading program in comparison to their other priorities. 

By incorporating the principles of CLA into the activity, the Education Office helped the Ministry understand the importance of establishing a baseline, adopting standard benchmarks, then assessing results as the activity was implemented -- making adjustments based on evidence. They reluctantly participated -- until they saw the results! In a pilot with over 260 public schools, over 71% of early grade readers improved their reading grade level by at least one full year due to the intervention. The Mission had demonstrated to the Ministry the dramatic improvements in early-grade reading through the activity implemented by USAID.  The Ministry of Education, which had not relied on data driven decision making in the past, has begun to do so.

The new emphasis in our project-level MEL plans on cost-effectiveness allows us to measure properly denominated impacts in terms of US taxpayer dollars spent. Our agri-business activity has begun undertaking cost-benefit analysis (CBA) across its interventions in order to determine the highest return value chains.  The CBAs demonstrated that the economic impacts of our interventions often far exceeded financial returns, which led us to further develop our methodology for measuring total economic impacts and directing future resources to these value chains.  Our job creation activity developed a methodology to measure “cost per job” and a “cost effectiveness ratio.” 


