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The webinar

Introduction - Ashley Aarons, BEAM Exchange

« Adaptive management: through the eyes of an average staff member - Amir
Allana, Pollen Group - EWB Canada

« Compliance: making the space for adaptive management- Tim Sparkman, a2b
solutions

« Complex markets, adaptive management: lessons from two programs - Peter
Roggekamp, CAVAC

* Questions and Answers — participant questions



ACCORDING TO THE
EMPLOYEE SURVEY,
98% OF YOU HAVE
NO CONFIDENCE IN

MANAGEMENT. >
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REST ASSURED,
MANAGEMENT WILL
MAKE SURE WE NEVER
AGAIN GET SUCH A
LOW SCORE.
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Key Takeaway #1: Adaptive management rests
on how engaged and genuinely interested
each individual staff member is in the
work/mission of the organization; this enables
performance with low levels of prescription

BEFORE 1T MAKE MY

DECISION, ID LIKE

TO ASK FOR YOUR
OPINIONS.

meverial Lickck

IT'S SUPPOSED
TO MAKE YOU
FEEL "ENGAGED.”
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AND YOU

ACTUALLY TI™ HOPING

PLAN TO
LISTEN
TO USP
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IT WILL
LOOK THAT
LAY ON THE

OUTSIDE.
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Key Takeaway #2: Consistent messaging and
role modeling from management is vital.
Setting up an environment where curiosity and
critical thinking emerges is a slow, deliberate

process
SIDEWALK CLOSED
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Key Takeaway #3: Tools and processes will
support adaptation: strategic reviews, time for
reflection, lightly-structured reporting. These
tools are secondary to the culture of learning.

Changes
Continually

Rate of Change

Results Chains



Thank You

amirallana@ewb.ca
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COMPLIANCE

Making the space for adaptive management

NO MORE
EXPERIMENTS!




Budgeting
Setting targets
Workplanning
Reporting

Keeping space
for failure

Donor
engagement

Goodnight




L
Budgeting

- Large lump sums
- Especially for outyears (starting at Year 2)
- Maximize contractual flexibility

- Staffing is the core of “program cost”
- Not an “overhead” or otherwise negative “operational cost”
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Setting targets

- As few indicators as possible in the contract
- Focus on behaviors

- Volume of partnership is an acceptable output



Workplanning
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Reporting

- the simplest reports would show:

- What was tried — how it went and what did not work as expected
- What the program team learned from the failure

- How that learning is being incorporated into the program

- You can’t fake adaptation...



Building failure into the process




What is the right level of donor engagement?

- It's an open question and probably depends on the donor
and the rep



1. Launch, March 2, 2004 , 5. Asteroid Steins flyby

2. First Earth flyby, March 3, 2005 : 6. Third Earth flyby, November 11, 2009
3. Mars flyby, February 26, 2007 7. Asteroid Lutetia flyby
4. Second Earth flyby, November 14, 2007 8. Arriving at the comet in 2014

9. Rosetta observes comet 67P/Churyumov-Gerasimenko

@cEarth’s Orbit @Rosetta’s Orbit @ Comet’s Orbit
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Complex markets,
Adaptive management.
Lessons from 2 programs

A complex first slide
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Why MA4P does not fit

Complex context

Innovation

complex
systems thinking

N
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Simple  Complex
Problem

Problems:

Context:

Interventions:

t ]
Development & complexity
Dynami(:/ i Qwen Barder
Context ‘ ' r ' a e ’11
 Center
5 Global 2 ‘ ! ‘ ,
Development

table/ Identical

Complex, otherwise would have been solved already.

Socio-economic reality in developing
countries is highly complex, hard to predict
and far from linear.

Keep as simple as possible even though innovation is
never really simple.

22



WHEN | ASKED FOR BURGERS BUILT

/o Aadaptive
Management
in reality!

Design

Donor control

Research

Companies’
involvement

Interventions




Bl Adaptive Management
= In reality!
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Portfolio of
Interventions

M&E

Adjustments

Targets
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Aren’t we
% [ forgetting
something?




Yes, donors and their
program designs
always forget
that programs
also need
to be
Implemented




Staff is an overhead and costs need to be
controlled.

Hire experience staff (from other NGO’s.)
Focus on technical skills.

STAFF

A 1 to 3 ratio local — international is OK
International staff initiates activities.
Staff executes the activities

Good staff is available.

Organogram

ioht |ocal staff.

ONLY FLAT works. Hierarchy kills creativity and
honestly.

Culture

A genuine learning culture is needed. Local
experts need to be comfortable to report things
that did not go well. The organization always
need to takes action. This is very hard to

Internal
systems

expectations. Host goVe nvolved in

operational decisions.

FLEXIBLE SYSTEMS are needed at all

levels. Offers to partners need to be flexible.
Contracts with partners need to be flexible.
Internal decisions only. But donor and host
government monitor.




STAFF

Staff is an overhead and costs need to be
controlled.

Hire experience staff (from other NGO’s.)
Focus on technical skills.

A 1to 3 ratio local — international is OK
International staff initiates activities.
Staff executes the activities

Good staff is available.

Success = 70% having the right local staff.

Staff needs to have analytical and
entrepreneurial skills. Technical skills are nice to
have. Hire the most clever ones you can find!!
Only Local experts really understand the context.

A 1to 10 ratio local — international is OK.

Local experts initial, monitor, adjust everything.
International expertise could coach and give
guidance.

Good local experts with experience do not exist
in most cases and need to be trained on the job.

expectations. Host government involved in
operational decisions.

Hierarchy makes things easier and ONLY FLAT works. Hierarchy kills creativity and

Organogram areny "ne Y Y
motivates the senior ones. honestly.

CU |tU re A “do your task and report what is A genuine learning culture is needed. Local
required” culture. Loyalty and positive experts need to be comfortable to report things
thinking is rewarded. that did not go well. The organization always

need to takes action. This is very hard to
achievel!!!ln

Internal Solid and effic.ient system§ ’Fhat allow for FLEXIBLE SYSTEMS are needed at all
proper reporting and a minimal chance of .
fraud. S i th levels. Offers to partners need to be flexible.

SyStemS raud. systems in line with donor Contracts with partners need to be flexible.

Internal decisions only. But donor and host
government monitor.




The recommendations from
our complexity experts

2. Resist fatalism 3. Promote innovation

1. Resist engineering

1a. Avoid isomorphic mimicry

4. Embrace creative destruction

U.S. Recorded Music Revenue - 2011 Dollars Per Capita




Resist engineering
Avoid isomorphic mimicry

Embrace experimentation
Promote Innovation

1. Resist engineering 1a. Avoid isomorphic mimicry
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L. Engineering
works in a
complicated
world where

Copying and
scaling up solutions
to address
constraints will not
work well in a
complex reality.
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large studies and
good planning
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| actually dislike the
word as it looks like
we just try anything.
Trying and learning

go hand in hand. _ .
Good strategies Y | W
control the freedom | Yes, that is where it
to experiment is all about!. Not
about addressing

problems.

6. Embrace experimentation
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Adaptive management in PSD is not a choice.
It is the only option for success

Donors do not need to loose control.
A.M. programs allow for better and

earlier control.

Success is all about flexibility (25%)
and competent local experts (70%)



CAVAC haS a WebSIte | " | MMBéDIAAGI(UlREVALUE(HAINPROGRAM
that explains how we work.

()

please read

) Cardne

| wrote a paper for the
2012 DCED M&E seminar
In Bangkok reflecting on
M&E

GUIDEL!

With some colleagues we wrote a draft paper
Guidelines for good market development
program design




Questions and Answers
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Ashley Aarons

Ashley.aarons@beamexchange.org

Amir Allana
amirallana@ewb.ca

Tim Sparkman

tsparkman@ug.mercycorps.org

Peter Roggekamp

peterroggekamp@cavackh.org



Resources

Visit bit.ly/beamadapt

BEAM Exchange page on adaptive management with additional resources

Visit bit.ly/navigating-complexity for:

Case study ‘Navigating Complexity: Adaptive Management at the Northern Karamoja
Growth, Health, and Governance Program’

Visit bit.ly/CAVAC-website for:

Cambodia Agricultural Value Chain Program website

Survey: bit.ly/beamsurvey
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