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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 



 

 
 

    
  

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: Elizabeth Lewis & Bojan Ristic
	Organization: International Republican Institute
	Caption: Green Caucus MPs talk to Somalilanders from Awdal Region about their environmental concerns in advance of the environmental field hearing. Credit: IRI.
	Case Title: CLA for Sustained Impact and a Model for Issue-Based Policy Making in Africa
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	Summary: The International Republican Institute (IRI) has a long record of helping civil society, the legislature and political parties in Somaliland to operate in a manner that is responsive to citizens, issue-based and transparent. Through an associate award issued under the USAID Consortium for Elections and Political Process Strengthening (CEPPS) Leader with Associates (LWA) Cooperative Agreement, IRI worked with the lower house of the Somaliland Parliament, the House of Representatives (HoR), to develop effective and informed public policies that address top national issues through the Legislative Strengthening and Elections and Political Processes program. In response to the highly fluid and often unpredictable nature of Somaliland’s political environment, IRI implemented an adaptive CLA approach by investing in external collaboration, internal collaboration, building relationships & networks, continuous earning and improvement, and utilizing mission resources.  

One of the factors that inspired IRI to use the CLA approach was the recognition that programmatic components implemented in isolation from each other were not yielding intended outputs and results. Through the CLA approach, we were also able to better align our project with USAID/Somalia’s Stabilization Strategy. The use of a CLA approach was instrumental to the outcomes and impacts of this project, including the submission and passage of the first bill drafted collaboratively between members of parliament and civil society in Somaliland, and the recent passage of the first piece of legislation in Somaliland to address gender-based violence, notably outlawing rape.  
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	Impact: IRI used the CLA approach to address two fundamental challenges: 1) The limited results achieved with the Somaliland parliament and civil society organizations using our original programmatic approach; and 2) The need to align our program to the USAID/Somalia Stabilization Strategy, which was introduced at the mid-point of our program and did not inform its initial design. By undertaking the CLA process that included reassessing our program’s theory of change, collaborating with our internal M&E team and our colleagues at USAID working on the Stabilization Strategy, we were able to adapt our program to implement an approach that was highly effective at building relationships between MPs and civil society representatives, promoting collaboration between the groups to draft issue-based legislation that leveraged civil society expertise and citizen feedback, creating a sustainable model for civil society and MP engagement that has been maintained four years after the end of the program and IRI’s support, and has achieved impact in the passage of ground-breaking legislation by the Somaliland parliament. Additionally, this model for issue-based policy making that was developed through the CLA approach in Somaliland has been effectively replicated (and modified to suit individual programmatic and country contexts) in the Central African Republic, the Gambia, Mali, and Sao Tome and Principe, serving as the basis for IRI’s legislative strengthening approach in Sub-Saharan Africa. Finally, the programs that emerged from the use of the CLA approach improved IRI’s relationship with our partners from civil society and parliaments across the continent because our approach leverages domestic resources (expertise from civil society) and creates sustainable and cost-effective models that can be replicated by domestic stakeholders without prolonged international assistance. The successes of this model provides IRI’s civil society partners and parliaments with noteworthy accomplishments that they can stand on as examples of fulfilling their roles as representatives of citizens and elected officials, in many cases for the first time. 
	CLA Approach: IRI’s initial programming with the Somaliland parliament identified an interest in issue-based policy-making and led to the establishment of issue-based caucuses with IRI support. IRI recognized the need for increased external collaboration with leadership of the parliament and committee leaders in order to gain their support for caucus development. It was imperative to ensure that stakeholders understood the difference between caucuses and committees and that the two would compete or duplicate each other’s work. As the idea continued to catch on amongst some members of parliament (MPs), they were encouraged to develop thematic areas for new proposed caucuses. As a result, Somaliland formed its first multi-partisan, issue-based parliamentary caucuses: The Green Caucus and The Health Caucus.  

The caucuses lacked a mechanism to review and develop policies that incorporated input and feedback from citizens and topical experts. IRI identified this as an opportunity to align programming with the USAID/Somalia Stabilization Strategy, which included the creation of partnerships between civil society and the government. IRI connected CSOs with the Green and Health Caucuses to conduct site visits and public hearings, with the intent of gathering information from citizens to inform legislation and create networks between civil society and the parliament. IRI’s relationship with the parliament and a variety of CSOs allowed the Institute to support the growth of a network of parliamentarians and civil society members, who continue to collaborate on developing and lobbying for the passage of legislation.  

After brainstorming with CSOs and caucus members, IRI saw that MPs felt that they were not engaging citizens outside of urban areas sufficiently, and CSO members felt that MPs were not accessible to citizens. IRI tapped into the networks of the CSOs and planned a series of site visits and public hearings  across the country. Parliamentarians met with ordinary Somalilanders to listen to their concerns and engaged with constituents at public hearings to show how parliament addresses constituent needs.  

Beyond engaging civil society to assist in conducting site visits, the Institute saw that an opportunity for improvement remained: Civil society needed to become involved in the legislative drafting process to strengthen their networks with MPs and to ensure that citizen needs were reflected in legislation. The formation of joint civil society-parliamentary working groups was the result of programmatic adaptions, the integration of USAID Mission resources into program strategy, continuous learning and improvement, and external collaboration with IRI and USAID/Somalia, parliament, and civil society partners. The working groups brought together MPs with experts in civil society to collaborate on legislative research and the drafting process and submit bills to parliament.  

Six bills were submitted to parliament by the working groups, addressing diverse topics including waste management, the prevention of HIV/AIDS, and wildlife and forestry. A recent bill that was passed outlawing rape—the first act of parliament to address GBV in Somaliland1--was developed the IRI-supported working group focused on this topic. The determination of these working groups to continuelong after the project ended in 2014 reflects the CLA approach’s abity to help project teams recognize drawbacks and to adapt programming. In this case, CLA was imperative to aligning programming with contextual and cultural needs, mission frameworks and to support a long-term approach to impact.  

	Why: Two key factors led IRI to use a CLA approach in our program supporting the creation of issue-based, citizen-informed legislation. The first factor was the recognition that the original programmatic approach was not yielding sufficient results. In order to catalyze the changes required for Somaliland parliamentarians to develop and deliver citizen-centered legislation, a new strategy and theory of change was necessary. Secondly, programming to this point had led to an unexpected opportunity—the creation of the first issue-based caucuses within Somaliland Parliament.  

To support a change in approach, IRI collaborated closely with both USAID/Somalia’s Monitoring and Evaluation (&E) team and IRI’s M&E division. This helped IRI redesign the project to meet programmatic needs and enabled IRI to create comprehensive M&E tools that aligned with the USAID/Somalia Stabilization Strategy. The unanticipated establishment of issue-based caucuses became the turning point of the project, leading to a partnership between the HoR and civil society organizations that became the main driver of the project’s impact and sustainability.  

If citizen input was to be considered critical to the parliamentary legislative process, a behavior change was necessary.  It was clear that a CLA approach was required to have the flexibility to allow programmatic decisions to be informed by contextual factors throughout the course of the project.  
	Context: Somaliland’s political system functions as a unique blend of traditional, customary power structures and a system of checks and balances more familiar to the Western tradition. For most of Somaliland’s history, the parliament acted as a “rubber stamp” for legislation drafted and promoted by the executive branch. The lower house had little to no capacity for legislative research, drafting or debate, and lacked the ability to unite members around policy issues, and parliamentary committees did not introduce legislation.  

Programs supporting the parliament and civil society under the Legislative Strengthening and Elections and Political Processes program were initially implemented by IRI and a sub-partner. Recognizing that the potential impact was being constrained by the discrete implementation of different elements of the program, IRI decided to integrate civil society and parliamentary work. Previously, programming with the parliament had seen limited results—with the exception of the establishment of two issue-based caucuses in the HoR.. The addition of a civil society component provided IRI with an opportunity to incorporate a programming component that created collaboration between civil society and parliament. 

Concurrent with IRI’s change in programmatic approach, USAID/Somalia announced its Stabilization Strategy, around which all USAID/Somalia implementing partners needed to align their programming. By integrating the civil society and legislative strengthening components, IRI was able to adjust its approach to better support issue-based policy making, and to adapt to the requirements of the USAID/Somalia Stabilization Strategy.  

	Lessons Learned: First and foremost, you must be willing to take a hard look at your program to understand what is and is not working. As part of this process, you must initiate honest conversations with USAID and implementing partners to discuss challenges in your approach and identify modifications or complete overhauls when needed. When it is clear that your program is not achieving the intended results, it is important to look at this as an opportunity to amend your theory of change and approach based on lessons learned. Use the CLA tools to try to find a way forward that will work for you, your beneficiaries and the donor. In the case of IRI Somaliland, the CLA approach led us to modify our program in a way that led the program to achieve real and sustainable impact while also helping USAID to meet is larger stabilization goals.  

It is also important to allocate time to identify gaps or flaws in the theory of change and adjust using a CLA approach as the program is implemented. It is vital for USAID to be receptive and allow for adjustments when shortcomings are identified and modifications to approach are needed. We would not have been able to achieve the results we did without USAID’s support for our CLA-initiated modifications.   

Finally, it is wise to create space to test new approaches in implementation before scaling up. This was key to our CLA approach. We allowed one issue-based caucus to proceed with field visits and civil society engagement on a limited basis to see if initial expected results would be achieved before expanding to both caucuses and all six issue-based working groups. If initial expected results are not achieved, this should spark further exploration of your theory of change and should initiate additional changes through CLA. 

	Factors: The most significant factor in the success of our CLA approach was the openness of USAID/Somalia to the overhaul of our programmatic approach at the program’s midpoint. USAID/Somalia’s desire for all implementing partners to align their programs to the Stabilization Strategy created a formal process for collaboration and access to Mission resources, through which we revised our theory of change and approach.   

Traditional Somali culture was a key obstacle to developing legislation on sensitive subjects such as FGM. As we pursued our new programmatic approach, it became clear that members of the working groups wanted to address some highly controversial issues, including violence against women, HIV/AIDS and female genital mutilation through legislation.  Initially, convincing MPs to focus on issues and work together with civil society was a major achievement, but further results were now threatened by anticipated opposition from more traditional and influential members of society, including religious leaders and respected elders. This continues to be a challenge today, as evident in the debilitating changes made to the Sexual and Gender Based Violence Prevention Act by the Guurti, which is composed of traditional leaders (the lower house does not need to accept these amendments in final passage, currently pending). Relatedly, we recognize that these bills would not be passed within the life of the IRI program, and IRI invested heavily in building relationships between CSOs and MPs, and between IRI and parliament, to create the space for the program to bear fruit long after its conclusion. 

	Impact 2: As a result of the CLA approach, our program transformed from achieving limited results to having a sustainable impact four years after the Legislative Strengthening and Elections and Political Processes program ended. Although IRI stopped providing support to the Somaliland parliament and civil society at the end of the program in 2014, we continued monitoring the progress of the bills that we helped the caucuses and their working groups to draft. Of the six bills drafted, the Wildlife and Forestry Act passed in the Somaliland parliament with overwhelming support in January 2015; the Waste Management Act was submitted to parliament for review in 2015; the HIV/AIDS Act was submitted to parliament for review on World AIDS Day in 2016; and the National Environmental Act passed in the House of Representatives in January 2018. Most notably, the landmark Sexual and Gender Based Violence Prevention Act, submitted to the parliament for review in 2015, passed in the House of Representatives in January 2018. In April 2018, it passed in the upper House of Elders (Guurti) with amendments and is currently pending final passage in the House of Representatives. A final bill, addressing female genital mutilation (FGM), has been drafted but has not been submitted to parliament. Civil society and supportive MPs continue to lay the groundwork for such a bill, which addresses a well-established customary practice, to receive a positive reception in parliament.  

All six of these bills were developed through the IRI-supported working groups that were established as part of our revised programmatic approach designed through the CLA process. It is no exaggeration to say that if the CLA approach had not been introduced at the mid-point of the program these groundbreaking pieces of legislation would not have been drafted.


