
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Think about which subcomponents of the Collaborating, Learning & Adapting (CLA) Framework 
are most reflected in your case so that you can 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 



 

 
 

 

    
  

 

    
  

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



  

    
  

   
  

3. 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 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? 

5. 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? 



  

 

  

 

6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

7.Was your CLA approach prompted by a response to the COVID-19 pandemic? If so, how?

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.  

https://www.usaid.gov/selfreliance

	Case Title: 

	Submitter: Ellen Yount
	Organization: MSI, A Tetra Tech Company
	Caption: CLA was embedded into the USAID/Kenya development process for a new, five-year communications strategy. It is resulting in an emphasis on innovative, two-way conversations  with Kenyans. The #16BarsforPeace campaign is a recent example.
	Case Title: Applying CLA for Effective Communications and Engagement with Kenyans
	Image_af_image: 
	Summary: In 2018, MSI helped USAID/Kenya to create an ambitious road map to rewrite its five-year communications strategy in alignment with the new Country Development Cooperation Strategy (CDCS). The road map product identifies five key steps or milestones and how they will be achieved, a product that can be customized for missions. Previous efforts were hampered by an endless barrage of events, a hierarchical clearance process, and low capacity among staff and implementing partners. Concurrently, the Mission grappled with communicating the priority placed on Kenyan-led and owned development, countering Russian and Chinese disinformation, and the sheer challenge of reaching 47.5 million citizens. USAID's Development Outreach and Communications (DOC) team, with support from MSI, recognized that it needed an approach that was more targeted and selective – particularly given the ever-present demands placed on an active Mission with a significant regional footprint in East Africa.

MSI, which implements the DOC Support contract, and the USAID/DOC team used the road map to lead a first-of-its-kind and novel communications strategy development process. We placed an emphasis on key elements of CLA, namely: 1) internal and external collaboration; 2) a theory of change; 3) pause and reflect; 4) openness; 5) relationships/networks; and 6) continuous learning/improvement.

What we discovered during the process was 1) the value of a truly collaborative process, 2) staff empowerment enriched by listening/learning/adapting and 3) the importance of capturing/sharing our work internally and with the larger USAID community. USAID/Kenya is now in a stronger position to communicate its development objectives, and, most importantly, engage Kenyans in genuine conversations about their development aspirations.
	Impact: Prior to this process, the communications function was largely seen as completely "owned" by the DOC team; technical and operational staff did not feel that they were authorized or possessed the skills to represent USAID/Kenya to the public.  In addition, staff and partners did not express in-depth knowledge of USAID's overall messaging or how best to reinforce Kenyan-owned and led development, for instance. The Mission’s efforts were dispersed among a wide range of activities that did not most effectively reach the average Kenyan.  

Despite COVID-curtailed activities, the MSI and USAID/DOC "pivoted" the strategy -- and activities -- in an effort to provide more ownership of issues by Kenyans and greater space for discussion. MSI and the USAID/DOC team have started to engage with new partners for ongoing collaboration, including in an innovative peace campaign, #16BarsforPeace. This social media challenge, co-created by USAID and well-known Kenyan rapper King Kaka, encouraged positive and authentic conversations about peace among youth using hip-hop as the language of expression. The "pivot" or reorientation of activities has also placed an emphasis on opportunities to reinforce collaboration/learning by designing customized training and capacity building for staff and partners.  

By grounding the strategy in the five-step road map process, we are translating strategic review and learning into an equally rigorous strategic decision making process to make communications' investments. Overall, the strategy development process is providing increased opportunities for new thinking, approaches and resource allocation.As a result:
- USAID has committed increased resources to embed communications staff in the Mission's seven technical offices; 
- Staff are participating in trainings and reporting more confidence in USAID messaging; and 
- The DOC team's focus is more selective, freeing up communications' resources to invest in strategic activities. 

	Why: From the start, the MSI team and USAID/DOC counterparts recognized that CLA principles -- particularly around internal and external communications, pause and reflect, theories of change, continuous learning and improvement, and relationships/networks --  were critical tenets of the communications strategy development process and subsequent implementation. Although collaboration has always been central to the MSI's and the Mission's communications approaches, a more methodical CLA approach was needed.

Our CLA approach also reflected USAID/Kenya an East Africa Mission Director Mark Meassick’s desire to improve effectiveness internally and externally.  In addition, many staff recognized that by listening and learning from Kenyans, greater ownership of the strategy would occur -- and ultimately contribute to strong development outcomes.

MSI has traditionally placed value on CLA -- given its long history in monitoring and evaluation, the foundation of which is learning and adaption for improved decision making. This opportunity -- in which there existed strong buy-in from Mission leadership, a DOC team which understood the value of CLA, and partners who were eager to learn and adapt -- was ideal.




	Lessons Learned: No, our CLA approach was not prompted by COVID.  However, as Kenya reported its first case of COVID-19 in March 2020, the Ministry of Health co-designed risk communications and community engagement (RCCE) strategic approaches and implementation with the support of USAID and other partners. USAID/DOC involvement provided an opportunity to pilot and learn from new outreach approaches; such as: 1. Building feedback loops through new communication platforms; 2. Pre-testing messages as a form of co-creation; 3. Using research to assess reach and effectiveness; and 4. Convening partners for greater local impact. 

Robust coordination and collaboration across governments and partners, led to rapid planning, frequent sharing, and fluid adapting at county and national levels. By coordinating and engaging these efforts through a community of practice, USAID/DOC was able to identify synergies, add local credibility to produced content, maximize investments, and reduce duplication of effort for greater local impact. For example, partners recommended local experts and community leaders to participate in radio talk shows and live social media events and an expanded pool of journalists was trained on COVID-19 and gained access to pre-recorded radio dramas, conversations and public service announcements for use on their respective stations.

Learning took place through the establishment of feedback loops with key audiences.  This allowed USAID/DOC to stay connected to audiences without needing to launch separate and independent campaigns for new issues. Partners were relied upon for data collection and analysis, including radio call-in shows and interviews and qualitative analysis of social media.  This consistent collection of information made it possible to learn and adapt messages and priorities to content that aligned with the ever-changing landscape of COVID in Kenya.
	Factors: 
ENABLERS: Enablers included strong support from the Mission Director and senior leadership, and a collaborative working relationship with the program office. In addition, a strong working relationship existed with the Embassy's Public Diplomacy Section and other governmental partners, who gathered regularly.  USAID staff and partners were also eager to learn more about communications as a contributor to effective development outcomes; and were keen to invest in professional "hard" and "soft" skills development.

INHIBITORS: A significant inhibitor to success was simply time and effort, given competing demands, such as the parallel CDCS and Annual Performance Statement processes, both of which involved labor-intensive regional consultations.  A more subtle inhibitor was the mind set of staff around "what had always been done."

Keys to success and lessons learned include:

1. Build strong relationships in advance:  MSI and the Senior DOC (and her team) worked in earnest to build strong, collaborative working relationships across the Mission, particularly with leadership, Embassy and technical offices.
2. Provide ongoing learning, touch points: Such as an Open House, presentations at all-staff town halls, chiefs of party meetings, trainings and working groups.
3. Invest in training/capacity building: From our staff and partner survey, MSI and USAID/DOC narrowed the training topics and then planned a training calendar to help staff gain communications skills and know-how.
4. Ground the process in research/evidence: Staff surveys, focus groups and one-on-ones are critical foundations.
5. Build feedback loops in the process: Ensure that the process is not one-sided; and staff/partners have the opportunity to express opinions, concerns and their perspectives are captured in the learning process.

	CLA Approach: As part of our CLA emphasis, MSI and USAID's DOC team collaborated extensively with USAID staff and leadership, and external partners in the planning and visioning process. While this depth of collaboration took a significant amount of time given the size of the Mission and competing priorities, staff and partners were provided with multiple opportunities to collaborate, engage and learn throughout the process.  We created a five-step road map process, which guided CLA throughout the strategy development process:  

Step 1: Background and Situational Analysis: This included an extensive desk review of more than 200+ policy, research, and evaluation documents, consultations with more than 200 people, including focus groups with youth, NGOs leaders and the media. This provided foundational learning for Steps 2-5.

Step 2. Co-Creation Process and Stakeholder Engagement:  Although USAID leadership buy-in was essential to this process -- and helped to ensure success -- MSI and USAID's DOC team also created several critical touch points for staff and partners. This included dozens of internal and external meetings; a consultative Open House with USAID staff to explain the analysis and data that were being considered; one-on-one discussions; trainings; a focus group with implementing partners; and discussions with an inter agency Communication Working Group. We also solicited innovative ideas from Kenyan private sector public relations firms.

Step 3. Realignment and "Pivot" to Kenyan-led development: We prepared an initial 90-day work plan to reorient or "pivot" activities, using evidence from research and learning sessions to demonstrate the need for strategic realignment. (We created the initial work plan to so that we could pause and reflect before moving forward with strategy implementation.) We communicated this pivot, and its real world implications, to USAID leadership, and USAID internal staff and partners.  

Step 4. Theory of Change (TOC) and Finalization: Once the strategy document was nearing completion, MSI and USAID's DOC team finalized the overarching goal and objectives with two in-depth TOC sessions (led by the Mission's monitoring implementing partner). We also collaborated with office directors, USAID technical and support staff, partners and an inter-agency working group to gather final buy-in.

Step 5. Implementation and Adaptation: USAID/Kenya has adapted in significant ways to the findings of this process.  Examples of adaptation include:
• The DOC team, with the support of leadership and the Strategic Planning and Analysis office, realigned activities (discontinuing ineffective activities and freeing up resources for more strategic activities).  
• With an initial 90-day work plan, the DOC team was able to refocus on supporting critical Mission objectives, such as county stakeholder consultations for the CDCS.
• With the onslaught of the COVID-19 pandemic in 2020, activities pivoted to supporting Kenya’s national response to risk communication and community engagement, all contributing to strategic choices for the limited resources. For instance, we piloted new outreach approaches (pre-testing messages with audiences) and coordinated with partners for greater local impact and messaging reach and resonance.

	Context: Although the demand for communication skills and experience has grown across USAID, most Missions have been unable to keep pace due to a variety of factors. There is insufficient investment in overall Mission communications’ budgets, which includes resourcing the Development Outreach and Communications (DOC) function.  In addition, USAID lacks a professional development program focused on communications for all staff.  It is also not built into the technical approaches of implementing partners. 

For USAID/Kenya specifically, these factors were coupled with an endless barrage of events including high-level congressional visits, social media daily demands, and requests from many stakeholders for the DOC team’s communications skills and training.  

Prior to the strategy development process undertaking, there was little time to pause and reflect about what worked and what did not, nor the most strategic, cost-effective ways to accomplish the strategy's overarching objective -- two-way communications with Kenyans. There was also an inability to engage broadly with stakeholders due to routinely heavy workloads, resourcing constraints, and the onslaught of COVID restrictions.  Performance monitoring was also not possible, so it was difficult to assess return on investment of communications' approaches and adapt accordingly.

These organizational challenges prompted MSI and the USAID/DOC team to embed CLA into all aspects of an in-depth communications strategy process that culminated in a new, thoughtful strategy with an emphasis on engagement and two-way communications.  CLA has helped to bring forth consensus on what works and what doesn't, ensuring that time and resources are targeted most effectively.  It has also produced greater buy-in for communications' approaches which are now closely aligned and tied to development objectives of the CDCS.


	Impact 2: The long-term vision for the new CDCS is that Kenyans achieve their aspirations toward self-reliance by leading their own development and mobilizing their own resources. This includes greater synergies with county and national governments, as well as direct relationships with local actors and organizations. USAID aims to support citizen participation, institutional accountability, and leadership; and ensure USAID interventions focus on adolescent girls, women, and youth as entry points for transformational development in Kenya. Communications is viewed -- and is -- a fundamental building block to ensure citizen engagement and building direct relationships with local actors and organization.  Two new activities underscore this:
 
1) COVID-19 risk communication and communication engagement activities: With additional funding and a reduction in the number of events due to the onset of the COVID-19 pandemic, the DOC team was able to pilot and learn from new outreach approaches, including building and tracking feedback loops through new communications' platforms; employing ‘pre-testing’ (sharing the content with the target audience to understand if the messages and format resonate or require revisions); using research to assess effectiveness; and convening partners for greater local impact. 

2) #16Bars for Peace Campaign: By working with well-known rapper King Kaka on a #16BarsforPeace campaign, USAID increased engagement (likes, shares, comments, retweets) with USAID content on our social media handles by more than 40%, an increase of 2,331 engagements per week - a nearly 7,000 engagement boost during the most active part of the campaign.  Specifically, the campaign earned 16,745 engagements over three weeks on USAID platforms (roughly 5,581 engagements per week), as opposed to an average of 13,000 engagements usually garnered during a standard month.


