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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 

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? 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: iCampus/USAID LAVI Learning Lab
	Organization: iCampus, USAID LAVI Strategic Learning Partner
	Caption: Practitioners gathering at the iCampus to collaborate, brainstorm and find common solutions to address cross-sector issues.
	Case Title: Building a Learning Community in Liberia Through Partnerships at iCampus
	Image_af_image: 
	Summary: 
Accountability Lab Liberia (ALab) and iLab Liberia established iCampus- a shared innovation, co-working and community space for organizations focusing on the intersection of technology, accountability and social change in Liberia. ALab implements DAI’s Learning activities at iCampus, and it is referred to as the Strategic Learning Partner of USAID Liberia Accountability and Voice Initiative (LAVI). LAVI is a five year USAID program with an overarching goal to strengthen multi-stakeholder partnerships to advocate for and monitor policy and accountability reforms. 

The iCampus CLA case scenario captures joint efforts of Accountability Lab Liberia, iLab Liberia and USAID LAVI, to ensure that learning and methodologies are shared and applied by development actors; address common capacity challenges that particularly hinder civil society from engaging in evidence-based and issues-based advocacy using various approaches, including network-building, creation of a cross-sectoral learning space- through collaboration and learning. 

In 2017, iCampus conducted a learning mapping survey to understand how organizations are learning in Liberia. The result indicated that frameworks and concepts of organizational learning are not yet well understood or used to guide strategic or programmatic practices, by either Liberian or international organizations.  ALab, iLab and USAID LAVI then adopted a set of strategies, that led to the implementation of a CLA, enabling the establishment of the first multi-sectoral learning community in Liberia.
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	Impact: At the heart of iCampus,  LAVI's CLA outcomes: the team has practically succeeded in setting up and establishing the country's first learning community that fosters collaboration and information sharing among advocacy actors in Liberia; a network for learning across civil society, government and other actors; and a more informed and engaged Liberian civil society. The Hub, as a resource center for knowledge management and capacity building has also helped to address common capacity challenges that hinder civil society from engaging in evidence-based, issue-based advocacy such as closing data collection gaps, by providing free-skills building in data collection, hands-on mentorship and customized training. The result of a latest outcome harvesting survey shows 18% on a scale 1 to 10, shows that iCampus is creating a network of learning that can change Liberia for the better. 
50% of iCampus network members have started collaborating to share knowledge around learning.

Thought, it is too early to link activities to outcomes, but, it is indeed glaring that advocacy actors have already started sharing and applying learning methodologies across sectors. At an annually 'Learning and Feedback Summit', the iCampus ensures to gather feedback on how organizations and advocacy actors are engaging in learning, digging further into whether they are actually using the appropriate tools and spaces for learning. At 2018 feedback and learning summit, participants shared stories about how they are promoting learning institutionally and across sectors. The National Parent Teachers Association of Liberia (NAPTANOL), have already started incorporating the 'closed feedback loop' in their interventions. At first, the organization was only collecting data and using assumptions and observations to determine next steps. There wasn't enough room for them to course-correction and re-design. But after receiving capacity in Closing  Feedback Loops in development settings, the organization is not just involving their stakeholders at every stage of program cycle, but it is also using the feedback to adapt change. Which, hopefully is the beginning of a shared-adaptive learning across organizations in Liberia.


	CLA Approach: From the onset, CLA was thought to be a best tool to promote organizational learning in Liberia. CLA gives us the agility we need to create relevant and sustainable programs. A CLA approach was first piloted during strategic implementation of a grant from LAVI project in year one where the scope focused on the CLA approach. The scope focused on promoting learning within natural resources management (NRM) sector; learning to learn from the sector actors, and processes and adapting activities to increase advocacy for change in the industry. Previously, there was no platform for collaborative learning for NRM actors, both across government and civil society. There was also no greater capacity to conduct and share learnings among concerned parties, including indirect stakeholders (the larger population). Resulting into lack of accountability, transparency and integrity within the sector; and often, questions and concerns around concessions agreement and mining operations was not well addressed by designated actors. The outcomes are negative: unjust labor practices, mining community residents’ exposure to chemicals and pollutions, unevaluated concession operations and mining and corrupted administration of concession gains and profits.


First, the team conducted a learning mapping exercise. The objective was to identify challenges to learning, and tools learning practitioners are using to engage in learning. The research found that a major constraint to learning in sectors like the NRM, is, non-existent of communities of practice that provide the platform for learning among different actors working within similar sector and the lack of incentive to sustain ongoing stakeholder dialogue and feedback loop. Thereby increasing the need to institute cross-sectoral communities of practice around NRM, if learning is to actually take place in the industry. Not only did the team collaborate to learn about learning in the sector, they also, in response directed program efforts at increasing awareness on learning in NRM issues. For example, key learning activities were designed and carried out, including, (1) periodic learning calls to discuss issues in NRM, (2) actionable learning session and reflection meetings with NRM advocacy actors, and (3), and NRM film festival - the festival premiered five short films produced by citizen journalists.

To ensure that these processes and actions were really helpful and learning was actually taking place, the team conducted  bi-annual stakeholder/outcome harvesting surveys to measure their interventions and determine outcomes.
	Why: CLA is the perfect tool  for enabling positive results in challenging development setting. At the country's first Learning Conference, conducted by iCampus in 2017, a cross section of participants agreed that adaptive learning is important in Liberia, considering that development is complex and dynamic, where interests, relationships, and incentives can change rapidly. Adaptive learning techniques would help us reflect on why we do what we do, highlight our challenges and give us insight into ways in which we can improve our work and innovate to sustain positive change across the country. 

Following the Accountability Lab learning mapping exercise, the team concluded that real adaptive learning in Liberia will require using collective efforts to address the power dynamics inherent in the process, so that it is implemented as a collaborative effort. They therefore decided upon a CLA approach that would enabled them create learning spaces for advocacy actors across sectors to collaborate, share knowledge and engage in conversations around key development issues. Such collaboration would include the commitment of Accountability Lab Liberia, iLab Liberia and USAID LAVI.


	Context: 
The setting of this CLA approach is built on prevailing challenges to learning in Liberia, as indicated in the summary. They include, lack of commitment to data, extractive information gathering, fear of retribution and failure, bias towards scale, and absence of flexibility; other prevailing hindrances to learning include lack of internal knowledge management systems, poor dissimulation of lessons, and lack of incentives to change approaches and opportunities to admit failure. These challenges were mapped out during a learning mapping survey conducted by the iCampus team, as mentioned elsewhere in this case study.

The iCampus, supported by USAID LAVI, directs efforts at generating creative approaches to address  learning issues across sectors, builds the capacity of civil society actors to engage in learning and adaptive management and ensures that resources on learning are developed and shared with actors. The team has employed different innovative learning activities to achieve this. For instance, they are using tools like: citizen journalism, podcasts and music to promote learning in the Natural Resources Management (NRM) sector, while directly engaging the sector's actors in periodic learning calls and actionable learning sessions.


While undertaking these initiatives, the team also ensures that stakeholders concerns are reflected realistically across different activities and strategies – becoming the bedrocks and determinants of adaptive management. At an annually 'Learning and Feedback Summit',  iCampus solicits recommendations from stakeholders to inform next steps, and point out actions. Regular 'pause and reflect' to evaluate learning strategies and trace lessons, are introduced across key milestone learning stages. The integration of a CLA therefore becomes intrinsic to our programming. 

	Lessons Learned: CLA has always focused on achieving great results in development interventions. Right from the design stages of programs, stakeholders’ inclusion and openness to emerging changes, adjusting implementation at different level and giving way to change, will in the end lead us to achieving the overall goal, and that is the definition of 'CLA'. It is the single simplest way to solve complex development issues - 'figuring out the dots, connecting them, to defining the 'result'.

For development counterparts, there is no room for homogeneity in program implementation. 'One can never make a whole', and a whole comprises of many parts with heterogeneous characteristics. A program is a 'whole'. Before you conclude your program is achieving, first ask yourself, when did we last have all the participants agreeing that our strategic direction is relevant and having the right impact? How can we ensure that we are using the right tools to achieve results? One way to determine that is by employing a traditional CLA approach. While a program’s Theory of Change connects a set of M&E processes that lead to change, a CLA connects the different participants, resources that can make that change happen. 

Like the scenario at iCampus, CLA works for any development context. The team knew from the beginning that if they were going to succeed in building a learning hub for multi-sectoral stakeholder engagement, they will have to first collaborate on issues and strategies, learn about what works best in promoting learning in the country's context, and then used that knowledge to inform their intervention; and the end result is an Innovation Campus (iCampus), the first of its kind in Liberia. You can never tell what result your own CLA will produce, all you have t to do is test the concept.
	Factors: 
Cordiality in operating and running the space by the founding members, Accountability Lab Liberia and iLab Liberia, is a key enabler. Staff from both teams were flexible and demonstrated willingness to collaborate on key decision-making, relevant to program design, implementation and close-out. Throughout the intervention, the teams remain very supportive, innovative, and always engage in meaningful dialogues around shared meanings and agreeing upon best practices and way-forwards to improve on-going activities. The team also share resources, for instance logistics, key staffer and operational costs to ensure internal sustainability. Funding support and technical assistance from USAID LAVI is another important factor that largely enhanced a successful implementation of the CLA. USAID LAVI is a core funder of the iCampus. Learning activities such as skills building, content production, data collection, learning conference and quarterly learning calls are directly supported by the USAID LAVI.

In Liberia, electronic tools like email and other online communication platforms might not always be effective tools to engage with respondents survey studies and learning events. Communication is another big challenge for civil society organizations in the country. It takes a very long time to get responses via email, which can become a stumbling block. This is even true among senior staff including directors and managers from across organizations. This was one big obstacle to implementing the CLA. During the roll out 2018 Outcome Harvesting survey, we found that, after about two month routinely circulating questionnaires and pleading with stakeholders to fill it up, we discovered, just about 3% of the entire network had responded. We eventually overcame this hurdle by using phone conversations and in-person interviews to gather the responses we needed.   
	Impact 2: A learning report revealed:The literature on learning is generally written from an international perspective, while the frameworks and concepts of organizational learning are also not well understood or used to guide strategic or programmatic practices in Liberia by either Liberian or international organizations. Many local organizations have poor goal-setting procedures, weak data collection systems, and low monitoring and evaluation capacity.  Then international organizations are much better at collecting information, but are often unable to integrate learning activities into grant-making and program implementation-- they are  largely sharing  learning internally with colleagues rather than externally with other organizations; there is also a  difficulty in adapting activities rapidly based on data collected. Long before the team incorporated a CLA approach, it almost seemed impossible for professionals and organizations, both international and local to imagine a utopia of learning.

Following the adoption of CLA, a demonstrated amount of changes around learning are taking place across organizations. For instance, when the team did their learning mapping exercise in the summer of 2017, it tracked that 80% of the respondents agree there were no incentives to change approaches or opportunities to admit failure. But following the intervention of the iCampus, using the CLA approach, organizations are now happy to share lessons learned about organizational failure. At a latest fail faire hosted by iCampus, organizations like the Youth Coalition for Education (YOCEL) and Liberia Media Center (LMC)were happy to tell their stories about failure.

Finally, for the first time in Liberia, creatives are getting together to learn and adapt change. This was made possible, only because a team of change makers (Accountability Lab Liberia, iLab Liberia and USAID LAVI) got together and applied collaborating, learning, and adapting elements.


