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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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	Caption: A group photo of Yetu CSOs participating in one of the bootcamp sessions in Naivasha, Kenya, September 2017. Credit: Yetu/USAID
	Case Title: Fostering Community Philanthropy in Kenya through CLA: The Yetu Initiative
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	Summary: The Aga Khan Foundation (AKF) and the United States Agency for International Development (USAID) are implementing a collaborative applied research project entitled the Yetu Initiative, which launched in 2014. Yetu posits that development outcomes are best achieved when citizens lead in addressing their own needs and mobilizing their own resources—financial, civic, social, human, political, and intellectual. This practice of “community philanthropy” enhances local ownership and empowerment, strengthens connections between communities and organizations that represent them, reduces donor dependency, and creates greater impact. While the context in Kenya was ripe for community philanthropy, an approach to foster this at a national scale was new. As such, approaches and tools used to foster this environment needed to be piloted and adapted for the context as the program progressed. Moreover, USAID and AKF wanted to ensure that Yetu's efforts were solidly informed by existing research and learning on what worked in other contexts to strengthen philanthropy ecosystems and local asset mobilization, as well as contribute to that lesson base globally. Moreover, collaborations within and beyond civil society organizations are critical to the approach. A story that illustrates how collaboration, learning, and adapting have been central to Yetu's capacity building approach and enhanced its results is the shift from a grants-based approach with intensive one-on-one support to a peer-learning based model that does not rely on grants. Overall, Yetu has been successful in achieving its objectives. This was amplified by the shift to a new capacity building model. 
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	Impact: Collaborating, learning, and adapting has had tremendous effects at three levels: individual, team, and organizational. The core Yetu implementation team is comprised of six individuals who collaborate with other implementing partners to deliver on the program goals. Given the emphasis on CSOs’ learning as they implement their campaigns, team members have strengthened skills in such areas as planning, coaching, and negotiating. Others have discovered new untapped skills as the team adapts to emerging needs. Learning and adaptation is critical at the level of the CSO partners. While research and audience segmentation in advance is important, determining the local fundraising approaches that are most effective given the circumstances of the CSO requires piloting and adapting their tactics. For example, ChildLine Kenya launched their campaign through a breakfast event. While contributions during this event were minimal, it led to meaningful engagement with various stakeholders. Recently, the organization obtained around $375,000 as a result of nurturing one of those relationships. Omega Foundation, on the other hand, held a fundraising dinner that did not yield the expected results—and will therefore not be pursued as a future strategy. Instead, the organization is seeking to build relationships with corporate and technical institutions who significantly supported enrollment of its beneficiaries for vocational training. Other Yetu CSOs have annualized events that provided the greatest return on investment. An example includes St. Joseph’s CBO, which is now in the advanced stages of planning for its second “Family Fun Day” based on last year’s results. The same CBO deprioritized a fundraising dinner that was intended to be its launch event. Instead, the CBO is planning to conduct a golf tournament based on information gathered and new partnerships obtained during their campaign.
	CLA Approach: At the core of the Yetu Initiative is a design that requires iterative learning, collaboration among civil society organizations and other stakeholders, and adaptation. This has been true in all of the project components, including implementation of the e-philanthropy platform, engaging in blended learning, and capacity building activities. Moreover, the initiative has produced—and built on—several groundbreaking research pieces relevant to the practice of strengthening local philanthropy. One example illustrating how important CLA has been to the initiative is found in the capacity building component.  Yetu’s central capacity building approach at the beginning of the project was to partner with five civil society organizations, providing small grants and intensively coaching and guiding them through the process of planning, implementing, and following through on community campaigns. The learning and adaptation from the process overall was significant. The approaches were based on initial research, including a study on "Why Kenyans Give." Different Yetu partners grew in their roles, and the participating CSOs identified and adapted their organizational strategies to their niche area in local fundraising—tactics that they will carry into the future as part of their sustainability efforts. However, as other CSOs across the country began to seek out support from Yetu, it became clear that this model—which focused heavily on one CSO at a time and relied on sub-grants—could not achieve this kind of scale quick enough to meet the high demand. Adapting to that learning, the initiative moved from its original model to one that utilized “bootcamps” for many CSOs at once. Key characteristics of the bootcamp approach included it being cost-effective, grant-free, highly practical, results-driven, and incentive-based. The capacity building approaches used in the bootcamps involved mentoring and coaching; twinning/peer learning; experience sharing; role playing; and practical exercises. CSOs received intensive and targeted support to conceptualize and implement their local fundraising campaigns in diverse thematic areas. Yetu drew from within its own staff, AKF USA staff, steering committee members, other project partners, and industry experts to provide support during the workshops. Unlike the previous model that provided sub-grants to benefiting CSOs to implement their community engagement efforts, bootcamps sought to emphasize the usage of low-cost campaign tools and tactics and leverage the resources within reach of the CSOs or their “twin” partners. The bootcamp model also enabled Yetu to provide support to several CSOs at the same time, as opposed to the previous waterfall approach that limited the amount of CSOs that could be engaged. To implement the new model, Yetu selected benefiting CSOs from a competitive recruitment process held in 2015. The first cohort was enrolled in June 2017 and ended in February 2018. The second cohort was designed based on the intermediate results of the first cohort, another result of Yetu’s learning and adaptation. Among the lessons learned from this first cohort was the need to promote peer learning in larger groups as opposed to between two partners at a time, as had been originally emphasized. The team also noted the need for geographical/county and thematic balance to enrich experiences based on different contexts—therefore introducing both of these as criteria in selection of the new cohorts. Finally, the team was able to blend the old and new by inviting CSOs who successfully completed the program to share their lessons with the subsequent cohort. These lessons were invaluable during the engagement with the second cohort, which started in November 2017 and ended in May 2018.
	Why: While the context in Kenya was ripe for “community philanthropy” as a model that seeks to have local people lead in their own development, an approach to foster this at a national scale was new. As such, approaches and tools used to foster this environment needed to be piloted and adapted for the context as the program progressed. This included the e-philanthropy platform, "blended learning" courses that combine online and in-person training components, and hands-on capacity building approaches. Moreover, USAID and AKF wanted to ensure that Yetu's efforts were solidly informed by existing research and learning on what worked in other contexts to strengthen philanthropy ecosystems and local asset mobilization, as well as contribute to that lesson base globally. Collaborations within and beyond civil society organizations are critical to the approach. This is due in part to the various technical components that needed participation and support from a range of actors. Yetu has worked closely with Safaricom Foundation, Nation Media Group, Diamond Trust Bank, Kenya Community Development Foundation , Pact, TechSoup, M-Changa, East Africa Philanthropy Network, the Association of Fundraising Professionals, and ICM. Each has played different technical roles. Several are members of the project's steering committee along with AKF and USAID. Collaborations are also important because to mobilize local assets, CSOs must engage with the people of Kenya, with like-minded organizations, businesses, foundations, and governance structures. The team's approach was also informed by AKF’s and USAID’s participation in the Global Alliance for Community Philanthropy, which among other functions is a learning community for global actors supporting community philanthropy and a forum for creating collaborative community philanthropy endeavors. 
	Context: Civil society plays a crucial role in developing a better quality of life, but in Kenya, it has been too fragmented to realize its potential. Despite progress in recent years, civil society organizations across the country still face extreme pressure and targeting from the state. Yet, the sector is a ripe ground for civil society actors to build alliances, resources, and power—and many CSOs simply need support to tap into, and realize, their full potential. In response to this, USAID in partnership with the Aga Khan Foundation launched the Yetu Initiative in October 2014. Fully embracing a collaborative, iterative approach, Yetu’s work is rooted in enabling meaningful partnerships between civil society, the private sector, government, and ordinary citizens, in order to create local solutions to problems affecting communities across the country. The Yetu Initiative posits that development outcomes are best achieved when citizens lead in addressing their own needs and mobilizing their own resources—financial, civic, social, human, political, and intellectual. This practice of “community philanthropy” enhances local ownership and empowerment, strengthens connections between communities and organizations that represent them, reduces donor dependency, and creates greater impact. The basis of Yetu’s work recognizes that most often, local alliances in support of civil society necessitate a focus on building ASSETS, CAPACITY, and TRUST, a key framework of community philanthropy. For instance, Kenyan civil society is heavily reliant on foreign funding, which reduces incentives for CSOs to build local alliances and mobilize local ASSETS for their work. Kenyan civil society needs to both engage with individual givers and develop long-term strategic relationships with the private sector to unlock local philanthropy and giving. Foreign funders to Kenyan CSOs have invested heavily in capacity building, but rarely in CAPACITIES for overall organizational sustainability. Finally, in Kenya, civil society is perceived as corrupt and ineffective. Few CSOs are able to inspire TRUST and support from average citizens. 
	Lessons Learned: First, it is important to ensure a shared purpose in any collaborative effort. Each partner must be able to see the gives and takes in both directions to ensure a strong commitment. For example, in some cases, the approach of “twinning” (pairing two CSOs with each other for peer learning and support) was not successful. Reflecting on why this might be, the Yetu team and the CSOs realized that the CSOs in these cases hadn't seen the value they would get from their counterparts from the outset. In the cases where twinning was successful, both partners saw the benefit of working with one another and acknowledged their respective contributions. Second, learning by doing leads naturally to adaptation. Colleagues attempting a CLA approach should be explicit about the fact that all parties will be learning together along the way, rather than relying on an expert to tell them how things should be done. Throughout Yetu’s engagement with CSOs, especially when formulating their community engagement plans, activities always had an explicit learning objective. This led not only to successful campaigns, but allowed some of the CLA aspects to take root in their organizations. This includes development of multi-year strategies and organizational commitments around local asset mobilization. Third, build on what already exists. To strengthen the ecosystem for local philanthropy, one of Yetu’s tasks was to build a user-friendly, transparent "e-philanthropy" platform contextualized to the needs of the Kenyan community. Initially, Yetu engaged an ICT service provider to build a system from scratch, but when this effort failed, it approached another local organization with a similar system already in place. This collaboration has proven to be one of Yetu’s most successful. It also served as a reminder that being “innovative” and “adaptive to change” can simply mean looking to others to help build on what already exists, or to tap into what others are already doing well.
	Factors: Starting out as an applied research project provided room for innovation and enabled its success. The changing funding landscape in Kenya also meant that local CSOs were already feeling pressured to mobilize local assets and thus were motivated to participate in and try something new and experimental, as well as learn from each other as they went along. With that said, changing the perception and mindset of CSOs on local fundraising has been quite challenging. CSOs are used to international donor funding sources. A key early lesson for the Yetu team was the importance of working to shift CSO mindsets in addition to building their capacities. Partners collaborating on the initiative intentionally had complementary strengths, which allowed for learning and adaptation within the context of the collaborations. For instance, Pact was the lead on institutional strengthening, KCDF supported a blended learning initiative, while consulting enterprise ICM worked closely with the project team to provide mentorship and specialized skills whenever needed. The initiative was also flexible so that the team could accommodate new partnerships along the way based on anticipated needs and benefits. For instance, when efforts to build a philanthropy platform from scratch was not successful, Yetu began a collaboration with a local individual crowdsourcing site, M-Changa, to tailor its existing system to meet the requirements of local CSOs—while also learning and adapting lessons from development of the first platform to ensure success for the newer platform. There were contextual challenges that affected collaboration and learning efforts. Connectivity issues affected CSOs in remote areas attempting to participate in peer learning processes. The sensitive political environment around Kenya’s general elections in 2017 meant that Yetu and CSO partners needed to adapt their timelines and approaches to engaging with private sector and government institutions, and the Kenyan public. 
	Impact 2: Yetu’s overall development goal is to improve the capacity of Kenyan CSOs to engage and catalyze citizen support for their missions. For Yetu, the development results include alliances built between CSOs, foundations, and businesses. From these alliances, and by creating a partnership network of over 30 CSOs, Yetu and its CLA approach has enabled the mobilization of over USD $1 million in cash and in-kind assets through partnerships with businesses, foundations, and other stakeholders. In addition, as a result of their collaborations, learning, and adaptations through engagement with the initiative, CSOs are demonstrating greater institutional capacity and sustainability through the development of multi-year strategies and the institutionalization of tactics for local asset mobilization. Moreover, taking a CLA approach amplified the potential results. While the initial small-scale, grants-based method to capacity building has been successful, the bootcamp approach that Yetu introduced as a product of its learning and adaptation process has been comparatively even more effective. In the past 11 months, the Yetu bootcamp partners have collectively raised over USD $600,000 in cash and in-kind, which has gone towards supporting diverse themes including education, health, youth economic empowerment, and human rights. Organizations that reported being on the verge of closing down have received a new lease of life and a “push” to tap from local resources. 


