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1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)?

Pause & Reflect 

Adaptive Management 

Technical Evidence Base 

Theories of Change 

Scenario Planning 

M&E for Learning 

Internal Collaboration 

External Collaboration 

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?

3. Why did you use a collaborating, learning, and adapting approach?



  

 4.  Describe how you used collaborating, learning, and adapting in this case.



  
 

 

 

5b.  Development Results: What impact, if any, has CLA had on your development outcomes?


5a.  Organizational Impact: What impact, if any, has collaborating, learning, and adapting 
had on your team, mission or organization? 



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, International Resources Group, a subsidiary of RTI.
	

7.  Based on your experience and lessons learned, what advice would you share with 
colleagues about using a collaborating, learning, and adapting approach?

6.   What factors affected the success or otherwise of your collaborating, learning 
and adapting approach? What were the main enablers or barriers?
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	Case Title: CLA to Promote Vibrant Information for a Just, Prosperous, and Inclusive Mozambique
	Image_af_image: 
	Summary: Mozambicans face several challenges to access quality information and to make their voices count to bring about much needed social change. Quality information is especially needed around key development issues such as health, gender, biodiversity and good governance. The Media Strengthening Program (MSP) implemented by IREX with USAID funding, works at the intersection of initiatives that strengthen the information and media ecosystem, understanding the critical interplay among professional capacity, business management, media law and regulation while at the same time supporting institutions and rapidly changing technologies. Nearing the end of its first 5 years of implementation of this multiyear and multimillion dollar program, USAID invited IREX to present a proposal for a cost-extension that allowed the program to continue for another year and a half. This was the perfect moment for IREX and USAID to reflect on all the learning that took place and was documented and systematized through the years and to identify key activities for the second phase of the program that could sustain change in Mozambique. MSP’s CLA approach is based on collaborative and adaptive methodologies with a direct impact on program results but also on the management and decision making culture of the organization. IREX has continually reflected on both successes and failures - including openly and proactively sharing challenges and failures with USAID and using them as opportunities for learning, collaboration, and improvement.  IREX tested a series of activities resulting in the identification of key interventions deemed to likely have high and sustainable impact in the media and information landscape in Mozambique in the medium term.   
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	Impact: The impact of CLA applied to MSP on IREX as an organization has been twofold. As staff takes ownership of the activities they are in charge of,  efficiency in program implementation increases. As a matter of fact, program team members become more conscious about issues that are normally in the sphere of programs’ senior management such as: resource optimization, relationship with the donor and strategic decisions. On the other hand, this approach allowed IREX HQ in Washington DC as well as teams working on other programs about similar issues around the world, to reflect on the effectiveness of the approach to media development. This reflection was a key inspiration and input into the development of IREX’s new approach to building Vibrant information systems that comes from an understanding of our history, together with insights from a broad review of our current and recent information and media work, with an important focus on current and future challenges, trends, and needs. The collaborating and learning had also an impact in the success of the program leveraging resources beyond the initial USAID funds.  Other development partners have seen in MSP’s flexibility and openness to the changing information demands of people in Mozambique, the opportunity to use the communication network  as information distribution channels.  As a result, IREX is now counting funds received by the Norwegian Government and UNICEF as cost-share to the program.  MSP builds local capacity rather than produce content or act as a messaging service. This approach allows enough flexibility to contribute to media support and strengthening while preparing journalists to report better on relevant topics related to the priority themes.
	CLA Approach: During Phase 1 (the first 5 years of the program), the MSP team developed a systematic approach to organization and program learning, through a focus on monitoring, analysis and continuous refinement of program activities. During Phase 2 (the last year and a half), MSP is building on previous successes and incorporating lessons learned in every area, while discontinuing activities that have not proved to be effective. By first listening to local partners, who understand their contextual challenges and own ambitions better than outsiders, we analyzed, designed, and carried out people-centered initiatives that increased opportunities and improved abilities.The program’s learning approach includes the following activities:Collaboration: Internal: the MSP team holds regular team meetings to take stock, reflect, and make changes to our course as necessary, including discussing strategic, cross-cutting issues. Every quarter, the entire team meets for a full day to discuss the performance in the previous quarter, problems encountered and plans going forward. Key strategic issues are also discussed in these meetings, with each process owner benefitting from input across result areas, cross-cutting observations and the opportunity to align and coordinate activities outside his or her own area.External: MSP interacts with media partners, civil society organizations, associations and individual journalists on daily basis, which enriches the outcomes of the program. For example, as a corollary to the resistance to change in experienced journalists, IREX also discerned that many journalists initially had little interest in specializing in specific areas, such as for example health, gender or trafficking. As a result, the team took several measures, including organizing more training sessions that brought journalists and non-journalist experts together in joint learning experiences, where the journalists would learn about a topic from the non-journalist expert, and the non-journalist expert would learn about and understand journalism better, thus generating a more dynamic and interesting learning environment.Adaptation: IREX makes sure that all activities incorporate post-activity analysis, debriefings and strong feedback loops that enable the program team to make corrections and changes in response to real life circumstances. Moreover, the organization has developed assessment tools for media partners such as the Media Content Assessment Tool (MCAT) methodology, which measures quality of journalistic content across multiple parameters. The results of these analysis applied to key local partners, allows the program to identify the correct activities to mentor journalists to develop good quality information based on the areas for improvement identified. Openness: there is a deliberate effort from MSP management in Mozambique and HQ in Washington DC, to ensure that all local and international staff and key consultants are empowered to make decisions, take ownership of their work, and make suggestions for improvement. Regular meetings allow team members to present to others the activities and achievements of their areas of work and reflect together on new and innovative ideas. This approach also translates into the use of staged and iterative approaches when working with partners, as it was the case of the incubation of innovative ideas for new media business models through an open competition among startups. This same spirit of openness in collaborative process was also transferred to spin off activities such as TV Surdo: a once IREX initiative that is now a separate entity that articulates the needs and ideas of journalists suffering from hearing impairment.
	Why: People produce and consume information in an ever changing environment. IREX’s media programs pay special attention to the opportunities and abilities of traditional media, digital media, non-media institutions and individuals, to create, protect or maintain vibrant information, from generation to dissemination to engagement to action. In such a dynamic context, the CLA agenda helps media programs remain responsive to rapid information consumption and production patterns. MSP is led by a Chief of Party who adapts his business and strategic communications background and lessons from organizational management theory and business to social project management.  Informed by key performance indicators, MSP has been able to focus on those activities that produce the greatest return. For example, over the course of the first years of implementation it became clear from program data that young people were much more receptive to learning than more senior and seasoned journalists. Senior journalists were more resistant to change, and more satisfied with their status quo. As a result, MSP decided to gradually focus more on young people and recently graduated journalists, while at the same time working more selectively and surgically with experienced journalists who exhibit a willingness to improve and adopt new practices.MSP’s CLA  approach recognizes the need to constantly evolve to address the rapid technological changes, the fundamental changes in the traditional media sector and the fact that creators and consumers of information urgently need new skills and resources to succeed as journalism evolves. 
	Context: In Mozambique people are free to say what they want, but changes as a result of them voicing their opinion are rare. Being a journalist in Mozambique is not an easy way to make a living: often paid by the story, journalists are too hurried to make extra calls or visit more sources – and they probably would have to cover the costs themselves if they did. Government controls the advertising, meting out just enough to keep Maputo’s independent media alive but weak and discouraged. This leaves too many Mozambicans without access to vital information, new ideas or ways to make their views known. The “public” media is not insulated from political control, and few entrepreneurs are ready to try new ways of gathering and distributing news. There is a growing blogosphere and e-mail circles link civil society activists, including some anonymous whistleblowers. Mobile technology is visible and present even in remote villages in the country. Amid recent political and military tension, as well as corruption scandals, new media channels to reach wide swathes of Mozambicans are opening at an opportune moment. Since 2012, IREX has been implementing the USAID funded Media Sustainability Program (MSP). MSP’s goal is to promote a free, open, diverse and self-sustaining Mozambican news media providing high quality information to citizens that promotes debate, accountability, and development. The project focuses on: increasing professional capacity of the Mozambican media sector; strengthening business management/organizational capacity of media organizations to improve long-term financial viability; increasing the ability of community radio stations to provide more and better information to listeners; increasing the ability of Mozambican organizations to advocate for press freedom and an improved legal enabling environment for media; enhancing the ability of the media to address gender-based violence (GBV) and gender issues and strengthening the capacity of the MSP incubated initiative TV Surdo (Deaf TV) to facilitate inclusion and participation in civil society. The program focuses on five priority themes: (1) health, (2) gender, (3) trafficking in persons, (4) biodiversity (including wildlife trafficking) and (5) extractive industries – which provide the foundation and content for MSP program activities building the capacity of journalists. 
	Lessons Learned: All program activities and managers should view the CLA approach, as a benefit to achieve better and more efficient program outcomes.  The CLA approach cannot be an exercise conducted once a year that is shared in a report that only the donor and the implementor read. It needs to be a living process, where people from different parts of the organization and different roles can see their outcomes reflected and that prompts actual programmatic changes. CLA approach does not require excessive amount of time or resources. If guided with strong conviction, most often than not it requires that we, as professional development, just ask the right questions at the right time and that we communicate the answer to all the relevant stakeholders. Managers should have an open channel of communication with other team members and ensure that everybody’s opinion counts at the moment of making important decisions. We advice holding meetings that follow an agenda based on the results of performance indicators at the program level. This allows everybody to see how the impact of their activities impact in the program overall. 
	Factors: IREX’s experience shows that implementing an effective CLA approach that informs program implementation, should be a joint effort and commitment of the implementing partner (both in the field and in HQ), its main partners in the field and the donor. In the case of MSP, the length of the program and the flexibility of the donor created the necessary space to reflect on lessons learned and suggestions to strengthen the program. The fact that the donor brought together resources from different USAID programs was also key to collaborate and adapt the program to integrate different disciplines and development needs in Mozambique. Another key enabler was the process that IREX as an organization took for the past 2 years as a serious and conscious way of self-reflection and understanding of our impact as an organization. As a result, the organization created the Center for Applied Learning and Impact (CALI). The goal of this practice is to strengthen the assessment of the organization’s impact, develop cutting-edge new approaches and create a dedicated space for learning. The dedicated staff that works at CALI has been continuously interacting with MSP staff to consolidate, systematize and document their CLA approach with the goal to be able to share this experience more broadly across other new and ongoing development programs around the world. The main barriers to the effective implementation of the CLA approach that MSP had to overcome were related to the lack of performance indicators and data and the buy in from local partners to collect relevant information to make better decisions. To address this issue, IREX refined the quality of the indicators used for media programs and invested more time and resources in training local partners in data collection and analysis tools. The involvement of local partners in discussion around performance was also key to advance the CLA agenda in MSP.
	Impact 2: MSP put into practice the lessons learned from its CLA approach to continue pursuing key core strategic lines of action to guide program activities. Two flagship activities were developed as a result of this learning that will be enhanced during Phase 2: the (1) Media Lab and (2) the Hub. The Media Lab are advanced learning activities are unmatched by any other journalism training in the country. The Media Lab trains 30 recent university graduates per cohort over a 10-month cycle in the practical application of core multimedia and journalism skills, to bridge the gap between what students learn in school and what they need to know to be effective in the market. The mentorship approach focuses on building small group cohesion and employs incentives to encourage continued commitment and attendance. Four years of experience in MSP have demonstrated the critical role of supporting new talent plays in catalyzing change.  IREX’s experience has shown the importance of encouraging young journalists and bringing fresh capacity to the Mozambican media sector. Finding and backing leaders, including for community media, is critical for meeting MSP objectives.At the end of Phase 1, MSP organized a digital innovation challenge aimed at catalyzing transformative change directed toward promising neophyte journalists who have an agile and creative mindset. A winner of the competition, called, The Hub is a new business concept that provides an intermediary mechanism to support a better flow of content distribution between NGOs (including USAID implementing partners) and a network of community radios, so that NGO-sponsored development messages and information on important social topics can reach a wider audience. By creating a centralized interface, a single point of contact is created for “advertisers,” allowing easy access to dozens of community radio stations scattered throughout the country. The Hub facilitates the translation, adaptation, monitoring, payment and revenue sharing with the participating radio stations. Through the Hub, MSP will help put in place an information distribution system that enables implementing partners, and others, to reach a wider audience than is currently possible. From the perspective of community radios, the Hub enables them to have access to a wider and more consistent source of revenue, which is vital to their independence and survival. 


