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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.

https://usaidlearninglab.org/cla-case-competition#1


  
 

 

 

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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	Submitter: Lauren Reese 
	Organization: DAI Global, LLC
	Caption: KM & Learning Specialist, Rebecca Askin, supports Liberian CSOs in mapping their learning activities on the knowledge cycle during a workshop at LAVI. Credit: Lauren Reese
	Case Title: Learning to Learn in Liberia: A CLA Approach to Effective Advocacy 
	Image_af_image: 
	Summary: The USAID Liberia Accountability and Voice Initiative (LAVI) is five-year project implemented by DAI with the goal of strengthening multi-stakeholder partnerships to advocate for and monitor policy and accountability reforms. Collaborative advocacy necessitates continual learning and adaptation based on contextual changes and regular knowledge sharing. For this reason, LAVI adopted a collaborating, learning and adapting (CLA) approach to assist Liberian civil society organizations in engaging in collective advocacy campaigns. However, to achieve this, LAVI needed to first understand the barriers in Liberia to collective problem-solving, knowledge sharing, and acknowledging failures in the process of identifying lessons learned. Guided by the Monitoring, Evaluation, & Learning team, LAVI staff practiced internal collaboration and "pause and reflect" activities, piloted CLA training and mentorship approaches with civil society organization, and used lessons learned and local partners built out a knowledge management and learning resource hub. Through this process, LAVI and its Strategic Learning Partner, ALab, devised strategies to build the capacity of Liberian civil society groups in CLA approaches. As a result of these activities, LAVI aims to promote more accountable governance by equipping advocacy actors with the skills necessary to effectively collaborate, thoughtfully adapt programming, and identify and integrate best practices into their policy reform campaigns with the goal of maximize their success.
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	Impact: Internally, the CLA approach has helped LAVI staff better document and share lessons learned. Through more regular After Action Reviews, the LAVI team has identified challenges from our first year of implementation that we are actively integrating into our roll-out of activities around the project’s second thematic window: education. Externally, the team is hopeful that the lessons learned from the current LAVI-supported advocacy coalition and from ALab’s learning activities will be captured and shared with subsequent LAVI-supported coalitions to improve impact under each thematic windows. LAVI and Alab will continue populating the LAVI Learning Lab with these lessons learned and CLA resources with the aim of promoting more data-driven, adaptive advocacy initiatives in Liberia.  Further, the benefits of the CLA approach have also been apparent in LAVI’s working relationship with ALab and iLab. We have cultivated a more open, collaborative environment in which to discuss challenges, failures, and adaptations over time. LAVI strives to mimic this positive dynamic with all is current and future partners. 
	CLA Approach: In order for LAVI to better integrate a CLA approach into its programming, LAVI staff first needed to understand knowledge management and learning (KM&L) concepts and how they related to the project’s internal operations. Acknowledging the staff’s different levels of understanding of CLA subcomponents, the LAVI Monitoring, Evaluation, and Learning (ME&L) team reached out to DAI for expert guidance and support in this area. DAI staff member and KM&L Specialist Rebecca Askin mobilized to Liberia to provide extensive mentorship to the ME&L team on how to champion KM&L in the project and support the staff in implementing CLA approaches internally and within program design and implementation. In partnership with Askin, the ME&L team facilitated a training for LAVI staff on the CLA approach, with a focus on internal collaboration and pause and reflect, and then worked with each internal team to establish their own KM&L priorities. After working on LAVI’s internal collaboration and learning, the ME&L team shifted attention to expanding the project’s external collaboration and learning priorities. The ME&L team led a brainstorming session with LAVI staff to revisit the Learning Agenda developed at the start of project and draft new questions with insights from the first year of implementation. Using the updated Learning Agenda, the ME&L team designed a vision document to better connect the LAVI Learning Lab with LAVI’s core learning questions and objectives. The ME&L and Grants team then launched a grant opportunity for local organizations to design and implement learning activities related to LAVI’s first thematic window, natural resource management and concessions. The process of trying to identify grantees to carry out learning activities brought to light many of the barriers to designing and implementing learning activities in Liberia. Most notably, the majority of the grant applicants proposed to implement advocacy activities—such as holding town hall meetings, creating jingles, and disseminating simplified versions of legislation—instead of designing reflective or collaborative KM&L activities aimed at identifying, documenting, and sharing what works in advocacy in Liberia. The ME&L team tried different approaches in an iterative process to help the applicants better understand KM&L in theory and practice. These strategies included:• Hosting a detailed pre-submission meeting • Providing feedback to seven shortlisted applicants (out of 47 applicants), highlighting unanswered questions and offering recommendations on how to improve their applications   • Hosting a one-day interactive training on KM&L for shortlisted applicants aimed at helping them adjust their proposed advocacy activities into learning activities• Creating an application template prompting applicants to more clearly connect their proposed activities to LAVI Learning Questions • Connecting applicants to the USAID CLA Case Competition website to find examples of learning activities for inspiration • Sharing USAID Learning Lab guidance documents on designing learning activities with applicants• Participating in one-on-one co-creation meetings with three finalists to refine their proposalsThroughout this process, the ME&L team documented their lessons learned through After Action Reviews.   The ME&L team ultimately decided to move forward with two CSOs for the project’s first external learning activities, one of which was Accountability Lab (ALab), the current co-manager of iCampus where LAVI’s Learning Lab is located. During the application process, ALab demonstrated a deeper understanding of KM&L and a familiarity with the challenges to collaboration and knowledge sharing among advocacy actors in Liberia. Therefore, LAVI decided to extend and expand ALab’s current role as the LAVI Learning Lab manager to serve as a facilitator of learning activities with the LAVI-supported coalitions and trainer and resources in the CLA approach for Liberian civil society organizations and LAVI partners. In partnership with iCampus co-manager of iLab, ALab will host such events as regular trainings and mentorship opportunities in CLA subcomponents open to all actors committed to advocacy and government accountability. The partner organizations will also lead quarterly “learning calls” in which Liberian changemakers can share their lessons learned with one another as well as international networks such the Open Government Partnership and OpenGovHub. Most importantly, before implementing these activities, ALab, iLab, and LAVI will collaborate on a “learning mapping” exercise to more strategically assess barriers and enabling factors to learning in Liberia and identify organizations currently implementing CLA approaches from which to glean insights. It is the vision of LAVI and its Strategic Learning Partner, ALab, that by building the capacity of Liberian civil society groups in CLA approaches, they will be better equipped to effectively collaborate, thoughtfully adapt programming, and identify and integrate best practices into their policy reform campaigns with the goal of maximize their success.
	Why: The coalition model at the center of LAVI’s approach requires knowledge sharing and collaboration among civil society organizations and other advocacy actors, such private sector, trade unions, community-based organizations, and government. The LAVI team thus looked to the CLA approach for tools to aid its staff and local partners in working more effectively together to promote policy reforms. Advocacy as a practice necessitates continual calibration of activities based on assessments of the political and social context. In an election year in Liberia, this adaption is even more critical to advocacy program design and implementation. Therefore, the adaptive management component of CLA offers guidance and strategies to LAVI-supported coalition members on how to use data and lessons-learned to make informed changes to their advocacy activities. Further, LAVI is structured to support a series of coalitions around different thematic windows, or annual advocacy topics, selected based on citizen priorities and the potential for productive multi-stakeholder collaboration around policy reforms. It is essential that LAVI draw on best practices from the CLA approach to help facilitate the transfer of lessons-learned between these coalitions to maximize the impact of their campaigns for greater government accountability. Lastly, one of LAVI’s four core objectives is dedicated to ensuring that knowledge, learning, and methodologies are shared and applied by other development actors. Located at the iCampus facility, the LAVI Learning Lab—a physical and online hub for collaboration, advocacy best-practices, and resources—is a central pillar of this fourth objective. The Learning Lab addresses the need for an open, neutral space for various actors to engage in collective problem-solving around policy issues and a repository for data and lessons-learned that can help current and future advocacy groups in Liberia. 
	Context: The USAID Liberia Accountability and Voice Initiative (LAVI) is five-year project implemented by DAI with the goal of strengthening multi-stakeholder partnerships to advocate for and monitor policy and accountability reforms. To achieve this goal, LAVI supports coalitions of civil society actors to design and implement national advocacy campaigns targeting key policy issues. A central objective of LAVI is to capture and share best practices gleaned from the implementation of advocacy activities and encourage adaptation of advocacy strategies based on evidence and lessons learned. However, learning and knowledge sharing are relatively new concepts for most civil society organizations (CSOs) in Liberia.  USAID/Liberia's projects, such as LAVI, are encouraged to integrate a CLA approach into their programming, yet local staff and partners have a limited understanding of CLA concepts and how to put them into practice, specifically as it relates to advocacy. In Liberia, existing conceptions of learning around advocacy commonly center on awareness-raising as opposed to adaptive learning in which lessons learned in response to programmatic challenges are continually integrated throughout implementation and shared with others. Further, questions that are asked around learning focus on "what works" rather than "what works, where, how and why?" to better extract best-practices specific to the Liberian context and advocacy landscape. High turnover of Liberian staff in advocacy organizations and generally short-term (1 to 2 year) engagement from international staff also contributes to a loss of institutional memory without deliberate processes to document and save lessons learned. In addition, the significant donor presence in Liberia has contributed to a culture of “doing” among CSOs as opposed to reflecting before taking action. In a competitive funding environment, CSOs are reticent to admit failures in the process of identifying and capturing lessons learned and adapting programming. This context contributes to CSOs and other advocacy actors, such as trade unions or community-based organizations, hoarding information, data, and relationships, which impede collaboration around shared advocacy objectives. 
	Lessons Learned: • Investing in capacity building for your staff is an essential first step to ensuring learning is valued and CLA approaches are subsequently integrated into all project components.• Getting a baseline understanding of partners' understanding of CLA concepts helps inform the design and roll-out of learning activities.• Internal and external "learning champions" are critical to maintain momentum of learning-focused activities and provide support to staff and partners in implementing CLA approaches.• Leadership must buy-in to the use of CLA approaches and drive the continual documentation and sharing lessons learned no matter how big or seemingly small the lesson seems.• Teams must set aside dedicated time for "pause and reflect" activities; building these moments into existing activities such as Quarterly Performance Reviews and staff meetings is a good place to start.
	Factors: Enablers • LAVI is early in its 5-year lifecycle. This afforded the LAVI staff, namely the ME&L team, the opportunity to first assess and understand existing gaps in CLA knowledge in Liberia before moving forward with implementation of learning activities.  • LAVI staff demonstrated a willingness to learn and set an example of CLA subcomponents, such as “pause and reflect”, internal collaboration, and openness, for our partners.• Accountability Lab and iLab, with existing organizational commitments to learning and experience in Liberia, served as critical partners in the co-design of learning activities and strategies to expand CLA approaches among advocacy actors in Liberia.  Barriers • The limited understanding of KM&L concepts among CSOs in Liberia hindered their ability to integrate a CLA approaches into advocacy activities or proposed activities. This has also limited the number of organizations LAVI can partner with to pilot and implement learning activities. • The lack of an established network of “learning champions” in Liberia or a repository of resources tailored to a Liberian audience proved to be a challenge when LAVI sought support in strengthening its internal KM&L practices and build out its Learning Agenda.
	Impact 2: The primary development outcome for LAVI is to support more effective, accountable, and inclusive governance in Liberia. The implementation of LAVI’s Learning Agenda is in its nascent stages. However, it is expected that collaboration and the strategic use of an adaptive management approach will enhance the likelihood that LAVI-supported coalitions will achieve their advocacy objectives, promote government accountability, and increase regularly citizen participation in policy development and reform. Further, by identifying and implementing best-practices in advocacy, LAVI aims to support USAID Liberia in channeling its resources into programming that is more effective while generating learning that can be shared to inform the work of other development actors in Liberia and beyond. 


