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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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	Caption: School children learn in Grand Bassa County, Liberia. Credit: Kyle Weaver.
	Case Title: Getting the Big Picture: Meta-Analysis of the Liberia Country Development Cooperation Strategy 
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	Summary: USAID/Liberia sought to learn from six years of implementing its current Country Development Cooperation Strategy (CDCS 2013-2018) to prepare its new strategic plan (2019-2024). The Mission's Monitoring, Evaluation, and Learning (MEL) activity, Liberia Strategic Analysis (LSA), elected an innovative, CLA-based Meta-Analysis technique to rapidly analyze 142 indicators and 353 reports from this period into actionable findings, conclusions, and recommendations at the strategic-level. The Meta-Analysis prompted the Mission to reflect on its progress towards the strategic goal, development objectives, and intermediate results from the CDCS. USAID/Liberia used its findings and recommendations as a knowledge base for its Portfolio Review, to guide discussions in its CDCS Core Working Group, and to prepare the Phase 1 Concept Note and Phase 2 Results Framework Paper for its new strategic plan.USAID/Liberia's use of the Meta-Analysis as a CLA tool strengthened it as a learning organization by grounding its new strategic plan in the evidence and analysis of the last six years. CLA enabled the Mission to rapidly understand the summary effect of large quantities of M&E data. By helping USAID/Liberia to get the big picture, the Meta-Analysis prevented it from taking the same old approach to development in Liberia and encouraged it to manage adaptively.
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	Impact: USAID/Liberia's use of the Meta-Analysis as a CLA tool strengthened it as a learning organization by grounding its new strategic plan in the evidence and analysis of the last six years. CLA through the Meta-Analysis enabled the Mission to rapidly understand the summary effect of large quantities of M&E data and turn this into actionable findings, conclusions, and recommendations at the strategic-level. We were able to apply the evidence base garnered between 2013 and 2018 to measure the validity of the theory of change and causal logic of the results framework and use this knowledge to develop a new strategic plan.CLA encouraged USAID/Liberia to pause and reflect on learning generated by the Meta-Analysis in a portfolio review before using it to inform strategic decision making and adaptive management. This approach required the Mission to be open to positive and negative findings about its performance and to accept that it achieved some intermediate results and not others. With strong Front Office and Program Office leadership throughout the process, USAID/Liberia staff maintained their openness to challenging findings and contributed to a culture of learning in the process. This enabled the Meta-Analysis to provide a well-curated knowledge base for the Portfolio Review for consensus building and informed decision-making about strategic priorities.In addition, the Mission's CDCS Core Working Group intends to continue to utilize findings from the Meta-Analysis when it develops the Phase Two Results Framework Paper later this year.
	CLA Approach: Initially, LSA drew on the technical evidence base within USAID/Liberia to inform the Meta-Analysis. We collaborated with USAID staff and implementing partners to collect 353 evaluations, assessments, and reports for activities spanning the CDCS period and uploaded them to a knowledge management platform. We then conducted a qualitative desk review applying content analysis tools to code each document and determine the frequency and patterns of themes related to USAID/Liberia's theory of change and results framework.LSA concurrently conducted a quantitative review and analysis of 142 performance and context indicators from USAID/Liberia's Performance Management Plan. Our analysis examined whether activities met indicator targets, isolated variances between results and targets, explored disaggregation by gender and other attributes, and identified trends over time. We analyzed indicators at all levels of the results framework.  Subsequently, we engaged internal and external stakeholders by conducting key informant interviews (KIIs) with 29 USAID/Liberia staff, implementing partners, Government of Liberia representatives, and other donors. Mission staff with institutional memory, particularly long-serving foreign service nationals, participated in the interviews in addition to external stakeholders with a broad understanding of USAID programming. Subsequently, LSA applied a rigorously defined set of codes related to the CDCS theory of change and results framework to data from the desk review, indicator review and KIIs. We aggregated these codes to determine if and where evidence suggested that USAID/Liberia had made progress toward its strategic goal, development objectives, and intermediate results. We also tested the validity of the theory of change and its assumptions and explored the unintended positive and negative outcomes of USAID's assistance in Liberia.LSA prepared the Meta-Analysis final report according to the formats used by the Mission for its portfolio review and the CDCS Phase One Concept Note and Phase Two Results Framework Paper. We presented findings and recommendations in an all-Mission presentation and in individualized presentations for the Mission's technical teams. We also developed a two-page briefer summarizing the Meta-Analysis's key findings and recommendations to facilitate learning and prepared a second briefer on integrating development objectives for the CDCS Core Working Group. These learning products made the vast knowledge in the Meta-Analysis accessible for staff and increased its utilization within the Mission.USAID/Liberia's technical teams utilized the Meta-Analysis to prepare their portfolio review presentations and when conducting a CDCS Reflection Exercise. The Meta-Analysis constituted the knowledge base for discussions and cross-sector learning in these sessions. The Mission's CDCS Core Working Group considered conclusions from the Meta-Analysis and discussed its recommendations at length, including integration between development objectives, scenario planning, and revising assumptions to the theory of change. The Mission's CDCS Core Working Group integrated findings from the Meta-Analysis into the CDCS Phase One Concept Note to summarize USAID's progress, results, and lessons learned from implementation and stocktaking. 
	Why: USAID/Liberia and LSA elected an innovative CLA-based approach called a Meta-Analysis to ensure we learned from the large amount of monitoring and evaluation (M&E) information generated by USAID during a six-year period (2013-2018) when designing a new strategic plan. The Meta-Analysis harnessed CLA principles to rapidly and systematically analyze large quantities of data into actionable findings, conclusions, and recommendations at the strategic-level. CLA enabled us to apply the evidence base developed between 2013 and 2018 to test the Mission's theories of change from its current CDCS and then align this learning for use developing a new strategic plan. In addition, CLA encouraged USAID/Liberia to pause and reflect on learning generated by the Meta-Analysis in a portfolio review before using it to inform strategic decision making and adaptive management.The Mission and LSA considered CLA through the Meta-Analysis ideal because it emphasized utilizing learning to improve effectiveness and ultimately impact. Having a Mission MEL platform like LSA meant that we had dedicated resources to conduct such an innovative CLA-based approach where results were developed into usable learning products for strategic planning.
	Context: When USAID/Liberia decided to design a new strategic plan (2019-2024), we sought to systematically gather and apply all learning from six years of implementing the current CDCS (2013-2018).The CDCS has been a living document that the Mission adapted to changes in context, including the Ebola Virus Disease (EVD) outbreak that affected Liberia from 2014-2015. A mid-course stocktaking conducted in 2016 affirmed the theory of change and most assumptions from the CDCS remained relevant. However, the EVD crisis had caused USAID/Liberia to shift its focus to emergency relief, slowing progress toward development objectives. The stocktaking led to a revised results framework and prompted us to try to better understand and account for Liberia's development challenges in its new strategic plan (2019-2024).Through six years of implementing the current CDCS (2013-2018), USAID/Liberia had developed a deep evidence base of results from over 100 performance indicators from its Performance Management Plan and approximately 300 evaluations, assessments, and reports from 50 activities. The Mission and LSA needed to rapidly distill this data into concise findings to discuss in its Portfolio Review and  actionable recommendations to inform its Phase One Concept Note for the new strategic plan (2019-2024).We needed to look beyond individual indicator results or evaluation conclusions to get the big picture, so LSA decided to conduct a Meta-Analysis. Meta comes from the Greek prefix μετά meaning "beyond". The Meta-Analysis aimed to systematically review the evidence base to explain its overall meaning.
	Lessons Learned: A meta-analysis is an easy-to-replicate tool for rapidly analyzing a large amount of data and facilitating CLA in the program cycle. We recommend being innovative and adapting this tool to your country and Mission context. For example, to rapidly complete a desk review of 353 documents, LSA adapted qualitative analysis software primarily used for KIIs and FGDs to systematically collate and code hundreds of evaluations, assessments, and reports for analysis. We recommend setting the groundwork for a meta-analysis by fostering a culture of openness and willingness to reflect on successes as well as failures; encouraging strong leadership and support for CLA from the Program Office, Front Office, and technical teams; establishing knowledge management processes to collect and organize data over a significant duration; and in turn, recognizing the commitment of USAID staff when CLA is welcomed and applied in management processes.
	Factors: USAID/Liberia's willingness to engage in CLA affected the success of the Meta-Analysis. The Front Office and Program Office demonstrated a strong interest in investing in learning from the existing technical evidence base and encouraged staff to participate and shape this process. A key enabler was the eagerness of Mission staff to share documents for the desk review, participate in KIIs, and come together in portfolio reviews, CDCS reflection exercises, and working groups to reflect on the Meta-Analysis. Another enabling factor was the willingness of technical teams to learn from their experiences under the current CDCS, including those teams where the Meta-Analysis did not find substantial evidence of success in achieving results. An obstacle to the CLA approach was the lack of time and resources dedicated to conducting KIIs. The Mission and LSA felt a more comprehensive set of KIIs and focus group discussions (FGDs) with a broader scope of stakeholders, particularly beneficiaries and rural residents, could have strengthened the collaborative aspect of the Meta-Analysis. We intend to address this gap with a forthcoming stakeholder analysis as the final study of the CDCS Analytical Phase. These stakeholder consultations will building on and triangulate findings from the Meta-Analysis.
	Impact 2: The innovative CLA-based Meta-Analysis contributed to USAID/Liberia's development outcomes by discouraging the Mission from taking the same old approach to development and by encouraging them to manage adaptively. The Meta-Analysis generated new ideas and recommendations, such as establishing more integrated development objectives, tightening feedback loops at the development objective level, replacing invalidated assumptions to the theory of change, and conducting scenario planning in the new strategic plan. USAID/Liberia may not have incorporated these elements of adaptive management in the strategic design process without the Meta-Analysis. The Meta-Analysis emphasized the importance of a continuous learning environment, where critical assumptions are tested to ensure that theories of change are still relevant in an ever-evolving national and regional context. As the new strategy design will be guided by learning from the Meta-Analysis, we expect that the next strategy will be adapted based on this enhanced understanding. The next strategy will be more contextualized, building on lessons learned from its predecessor, leading to stronger development results.We expect more evidence will arise of the Meta-Analysis's contribution to development outcomes when the Mission completes and implements its new strategic plan. This process may take multiple years.


