
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Which two subcomponents of the Collaborating, Learning & Adapting (CLA) Framework are 
most reflected in your case? Please reference them in your submission. 

• 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
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1. WHAT: 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?

2. WHY: Why did you decide to use a CLA approach? Why was CLA considered helpful for 
addressing your organizational or development challenge(s)?



  

    
  

   
  

3. How: 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.



  
 

 

 

  

4. ORGANIZATIONAL IMPACT: 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?

5. DEVELOPMENT IMPACT: 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?



  

 

  

 

6. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff), 
organizational culture, or business/work processes - influenced your results?
How would you advise others to navigate any challenges you may have faced?

The CLA Case Competition is managed by USAID's CLA Team in the Bureau for Policy, Planning 
and Learning (PPL) and by the Program Cycle Mechanism (PCM), a PPL mechanism implemented 

by  Environmental Incentives and Bixal.  
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	Submitter: Valerie Gwinner, Pragma Corporation
	Organization: Pragma Corporation and USAID/Libya
	Caption: The interactive GECOL Dasbhoard is both a tool and a product of USAID:LPFM's CLA approach. Photo credit: Yusef Alameen, LPFM.
	Case Title: Applying CLA to for More Reliable and Sustainable Electricity Services in Libya
	Summary: Although Libya is rich in oil, the country is beset by electricity blackouts that deter economic growth and cause considerable public frustration. While causes include damaged infrastructure, delayed maintenance, and careless overconsumption, operational management issues at the state-owned General Electric Company of Libya (GECOL) also are at the heart of the challenges that hinder efficient electricity service provision and the long-term feasibility of the company. USAID’s Libya Public Financial Management project (LPFM) is collaborating with GECOL to set a course for more reliable, sustainable, and cost-effective electricity provision. Conditions in Libya, shaken by war and instability, require a nimble approach and the ability to learn quickly from stakeholders on the ground. LPFM adopted a Complexity Aware Monitoring approach to CLA from the outset to maintain the flexibility needed for adjusting to constant changes and challenges. The approach relies on CONTINUOUS LEARNING and ADAPTIVE MANAGEMENT, based on performance information feedback loops that are synchronized with the pace of change, collaborative identification of lessons learned and best practices, and recurring pause and reflect sessions to analyze performance data and achievements. It includes intense EXTERNAL COLLABORATION with stakeholders on the ground, including by means of staff embedded directly within GECOL to enhance daily information sharing and feedback. This case study describes the development of the GECOL Billing and Collection Dashboard as a case example of how LPFM used a CLA approach to address commercial losses at GECOL and significantly enhance the company’s systems, operational capacity, and revenues to bring better electricity services to the people of Libya. It also illustrates how the CLA approach, and a “one team” data management system has enabled the project to shift responsibilities, leadership, and control to local (Libyan) staff, promoting in-country capacity and follow-through,  within the project and among our key stakeholders at GECOL.
	Impact:     LPFM designed the Monitoring, Evaluation, and Learning (MEL) system to upload performance data, supporting evidence, data analysis, and visualizations in real time onto a web-enabled “one-team” data management system, so that program managers at USAID and Pragma can assess data as needed. This has allowed the project to increase its reliance on Libyan staff and experts, which has been increasingly essential in the context of political and management volatility, the often challenging security conditions on the ground in Libya, and travel limitations for foreign experts. With virtual support from our international staff, the local LPFM team has taken on a far greater responsibility for promoting project objectives and identifying implementation adjustments.     LPFM appointed a local team leader to manage the day-to-day activities of the project, and Libyan team members took on additional tasks. For example, a local team representative with expertise in data analytics and “Microsoft Power BI” facilitated the dashboard development workshops and worked with GECOL counterparts to determine their agendas and content. His relationship with the General Manager for Customer Service at GECOL was instrumental in gaining support for the dashboard initiative and establishing buy-in regarding its usefulness. He also conducted many of the in-person workshops at the regional offices, establishing a rapport with regional GECOL staff. This approach built in-country capacity for decision-making, response, and follow-through among both LPFM staff and their counterparts in GECOL.     The effect on the broader LPFM program has been to shift the equilibrium in leadership and decision-making to be more inclusive of local (Libyan) voices and suggestions. It has flattened the management structure within the project, which has been possible due to shared emphasis on strong (albeit virtual) communication among Tunis-based and Libyan team members, and with GECOL and LPFM team leadership.
	Why:     Conditions in Libya require a nimble approach and the ability to learn quickly from stakeholders on the ground. In recent years, Libya has witnessed continued conditions of instability and insecurity, which put additional pressures on the country’s electricity grid and service provision. Damaged infrastructure, delayed maintenance, and blockades of oil production facilities in eastern Libya have aggravated fuel capacity shortages. The COVID pandemic slowed the pace of activity and reforms. After a new government was appointed in Libya, GECOL’s Board of Directors went through a complete turnover, ushering in considerable shifts in policy priorities and new government counterparts.    In this context, LPFM applied the CLA subcomponents of Continuous Learning, Adaptive Management, and External Collaboration. The project adopted a Complexity Aware Monitoring approach to CLA to maintain the flexibility needed for adjusting to constant changes and challenges. Continuous learning and adaptive management were based on performance information feedback loops that are synchronized with the pace of change, collaborative identification of lessons learned and best practices, and recurring pause and reflect sessions to analyze performance data and achievement of results. External collaborations with GECOL and other sector stakeholders were essential. LPFM embedded technical specialists within GECOL to foster greater learning and collaboration and worked with other donors to ensure a coordinated approach to electricity sector reforms. These new relationships with sector stakeholders have helped secure buy-in of recommended solutions, particularly as those actors turn over. 
	Factors:     In 2017, GECOL contacted USAID for help improving economic sustainability and supplying reliable electricity to its customers. Thus GECOL “owned” the identified need, and this local ownership allowed for CLA approaches. LPFM brought in Libyan and international specialists who had previously collaborated with GECOL to jointly create a Roadmap for Electricity Reform in Libya based on best practices. Embedding of LPFM specialists within GECOL was essential for setting a framework for CLA and enabling its implementation. These strong connections and presence on the ground have been powerful enablers for CLA.     As another important enabler, USAID has been supportive of the results of CLA, responding to several mid-year adjustments to the LPFM annual work plans. In addition, LPFM’s USAID COR used the project’s performance data to explain the impacts of COVID on LPFM results – including the progress made despite COVID restrictions because of CLA approaches.    Obstacles included the disruption to LPFM’s collaboration with key stakeholders when Libya underwent a complete change in government in 2021 and the full Board of Directors of GECOL in 2020. This required a redirected effort to build new relationships and buy-in from stakeholders leery of outside donors and unfamiliar with the positive history and working relationship between USAID and GECOL.    Additionally, the Covid-19 pandemic led to shutdowns and stay-at-home orders that broke down the one-on-one relationships formed with LPFM’s embedded team. It forced a switch to virtual technical assistance that required adapting to a new way of working. The frequent power outages in Libya also interrupted virtual communications. In response, LPFM changed meetings to evening hours and pre-recorded training sessions so GECOL staff could view them in the evening when electricity and Internet services were more dependable. 
	CLA Approach:     LPFM began its collaboration with GECOL using the tools of adaptive management and a formal analysis framework to identify the issues and challenges behind the company’s massive commercial losses. The process revealed fragmented systems and an inability to effectively manage data, billing, and collections across GECOL’s 15 regions. LPFM worked with GECOL to identify mitigation activities and integrated them into the project work plan, including adding tasks aimed at addressing the most critical issues. Building a culture of collaboration, the LPFM team worked one-on-one with GECOL’s IT and Customer Service/Metering staff to enhance their capacity for data collection and analysis, which led to them granting the team access to information that facilitated a data-driven analysis of commercial losses.    LPFM embedded technical advisors in GECOL to expedite two-way and continuous learning. To address the company’s data management challenges, they collaborated to create an interactive, web-based dashboard designed to handle large amounts of customer, billing, and collections data. The specifications were designed to create a single system that could analyze information over time and geographically.     After developing the initial dashboard, GECOL encountered licensing issues with the software supplier, forcing it to abandon the commercial billing platform that hosted the dashboard. Applying adaptive management through focused discussions, LFPM and GECOL turned this setback into a fresh opportunity to design a tailor-made platform more closely adapted to GECOL’s needs. The conversion process was complex, involving the consolidation of 384 independently operated local databases. At the same time, renewed fighting interrupted customer billing/collection activities. However, the experience of having collaboratively developed the first dashboard facilitated the new design and expanded the team’s relationships with GECOL’s regional managers. Through each step of the dashboard development process, LPFM and GECOL specialists worked to achieve consensus and understanding before undertaking any coding. This iterative development approach saved time and resulted in a more customized and valuable tool.    The GECOL dashboard continues to evolve to incorporate feedback from users, as well as findings and learning from LPFM’s monitoring and evaluation (M&E) and technical analyses. Recently, LPFM incorporated M&E findings that were indicating slippage of GECOL’s improved billing rates. The analysis showed lags in billing during the first two months of each quarter, which GECOL and LPFM addressed by using estimated billings at the start of each quarter. The dashboard provided the information for these data-driven actions and management decisions to address shortcomings or inconsistencies and improve revenues.    Another important aspect of LPFM’s CLA approach is its reliance on local specialists. The LPFM technical advisors working with GECOL are Libyan nationals who are supported by two international specialists in Tunis. By relying on local specialists, the program is building expertise within GECOL to last well beyond the life of the project. This approach greatly facilitates collaboration and has been instrumental in enabling adaptive management, particularly in response to the shutdowns and stay-at-home orders that took place in the context of the Covid pandemic.     LPFM also uses CLA approaches to support broader reforms and strategies that create a more open, transparent, sustainable, and reliable electricity sector in Libya. For example, the project collaborates with partners (e.g., Renewable Energy Authority of Libya and the donor-based Grid Stabilization Working Group) to bolster electricity supply and sustainability. The project embedded specialists with GECOL’s Control Center to collaborate on solutions to reduce demand, such as negotiated load shedding, which are lowering the frequency and duration of electricity blackouts.
	Context:     Despite being an oil-rich country, Libya is beset by electrical shortages and blackouts that deter economic growth, intensify insecurity, and cause public frustration. The inadequate electrical supply, particularly during high-demand periods is a result of war-related infrastructure damage, delayed maintenance, and reckless overconsumption. However, management challenges of the state-owned General Electric Company of Libya (GECOL) also hindered the efficient provision of electricity services and long-term viability of the company. For decades, GECOL failed to collect electricity payments, resulting in lost revenue needed for maintaining operations. GECOL has long functioned at a deficit, depending on large government subsidies to survive.    GECOL approached USAID requesting technical assistance to address its frequent blackouts and massive commercial losses, while moving toward a more reliable, sustainable, and cost-effective model. USAID has supported GECOL since 2019, through the Libya Public Financial Management (LPFM) activity. Implemented by the Pragma Corporation, LPFM’s goal is to enhance government accountability, transparency, and management of public funds and services.     LPFM helped GECOL assess their structure, power generation capability, and billing/collection systems. LPFM found fragmented business processes that differed by geographic region, varying management controls, and cumbersome manual accounting processes. These flawed management practices identified by LPFM not only hindered bill collections, but also the ability of GECOL managers to identify and address these problems.    More broadly, the electricity sector in Libya is in a period of change, as it evolves from a centralized system of power generation and services to one that includes more accountability, private sector participation, and the integration of renewable energy. LPFM is collaborating with GECOL, other electricity sector stakeholders, and international donors to introduce reforms to bring Libya’s electricity system in line with international best practices, boost its sustainability, and strengthen the power grid. Based on this dynamic operational context, LPFM has used a Complexity Aware Monitoring approach to CLA to maximize impacts.
	Impact 2:     The CLA process led to tangible results for GECOL. Collaboration with local experts resulted in increased capacity, local ownership of the dashboard, and improved management skills for GECOL staff, who were very technically savvy but had weak business management skills. As noted by the Information and Communication Technology and Customer Service Development Projects Manager at GECOL: “The dashboard opened our eyes to new possibilities and made it clear that data analytics are the key to making measurable success to improve our business performance. It is giving us the capability to interactively monitor regional performance against set targets, which will help us to intervene at the right time to take corrective actions.”    The dashboard gives GECOL staff a tool to compare their region’s performance with others, transferring greater power and accountability to regional managers and stimulating friendly competition that has improved reductions in commercial losses.    In terms of commercial loss reduction, the collaboration and learning with GECOL has resulted in average year-over-year quarterly revenue improvements equivalent to $US 4 million in 2020 and $US 2.65 million in 2021. Furthermore, commercial losses were reduced from a high of 42.3% in Q1 2020 to 26.1% in Q4 2021. The capacity and partnership that LPFM built with GECOL staff through the CLA process is also helping to stimulate shared problem-solving – such as a recent recognition of the need to advance the dates of estimated bills each quarter to accelerate the pace of payments. 
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