
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

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?

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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	Organization: USAID/Liberia and Social Impact
	Caption: A government message seen on the streets of Liberia in between stakeholder interviews on domestic resource mobilization. Credit: Steve Rozner.
	Case Title: USAID/Liberia’s Rapid, Cost-friendly, and Collaborative Evaluations
	Image_af_image: 
	Summary: In a context where Missions are seeking ways to be more creative and cost-effective with their work, even the way we learn and adapt begins to shift. The Democracy, Rights, and Governance (DRG) Office at USAID/Liberia needed a CLA approach to inform whether and how to exercise option years for an activity, transition planning with the new Government Administration in Liberia, and a new design of the Country Development Cooperation Strategy (CDCS).

Together with USAID/Liberia’s monitoring, evaluation, and learning mechanism implemented by Social Impact, the DRG Office developed the Midterm Strategic Stocktaking Review approach. The approach was structured into two phases that took place over seven days: 1) developing a technical evidence base and 2) joint analysis and decision-making. During the first phase, technical experts from USAID/Washington and Liberia conducted interviews and focus groups with key stakeholders to collect information on successes, challenges, and opportunities. The second phase consisted of three workshop sessions with the donor and implementer to analyze the evidence, identify ways forward, and develop recommendations that are responsive to emerging contextual changes.

This CLA approach enabled the donor to intentionally and systematically collect the perspective of the stakeholders that influence implementation. A key guidepost throughout the discussion was how to move away from short-term solutions and toward enabling the government partner to become a self-reliant agent with the resources and operational priorities that leave it in a strategic position after the USAID activity closes out. Now, USAID's priorities are better aligned with partner and stakeholder needs, therein allowing CDCS design and activity adaptation to strategically support the Liberian government's agenda and locally-driven development results.
	Impact: While LSA facilitated both phases, a critical value of the stocktaking structure was the driving seat USAID played in operationalizing the evidence and identifying appropriate recommendations for adaptation. Performance evaluations outsource this to independent consultants, losing a major opportunity in the CLA enabling environment for USAID's knowledge management. Furthermore, the exercise showed the value of maintaining a collaborative relationship between E3, DRG, and EG for continuous learning, as offices across and within Missions are often criticized for working in silos. These offices have collaborated since the design of the activity, bringing in best practice, technical expertise, and institutional memory from their various lenses. This exercise created another milestone that further cemented the value of continuous collaborative learning. Effectively demonstrating adaptive management approaches such as the stocktaking generates a demand among others at USAID to incorporate perceptions from stakeholders systematically into their decision-making. The hope is that by engaging in the analysis of the information, USAID and partners will then lead with and own the solutions.
	Why: The DRG Office needed an adaptive management approach to inform whether and how to exercise option years for RG3, transition planning with new Government of Liberia Administration, new activity design under LDRM, and the redesign of the Country Development Cooperation Strategy (CDCS) for USAID/Liberia. These are all critical forks in the Program Cycle road, and USAID/Liberia was looking for a collaboratively drawn map to navigate the shifting implementing environment. An evaluative exercise was initially recommended in the activity's design, and the DRG office developed this tailored CLA approach to be responsive to the emerging contextual needs.

The tailored CLA approach would provide USAID/Liberia with real-time evidence through joint donor, implementer, and stakeholder engagement on design, progress, and opportunities in the sector. The Midterm Strategic Stocktaking Review became a structured opportunity for adaptive management that is responsive to emerging priorities of the Liberian government and better aligns activity components to improve locally-owned development results.
	Factors: The most difficult decision when designing the joint analysis workshops was whether to include the Liberian government - in this case the LRA - in the sessions. On a journey to self-reliance, enabling the government to examine results, bottlenecks, and strategies should lead to them stewarding better development outcomes. However, USAID needed the implementer to feel comfortable talking about the challenges it was encountering, and this type of transparency is hard enough in front of the donor. The donor and implementer also needed to establish a common voice around the revised implementation strategy before engaging with the government. This would avoid raising expectations that USAID could respond to all expressed priorities and needs. Not having the government partner involved in the analysis workshops inhibited the CLA approach but underscored the need for USAID to engage with the LRA and stakeholders on the results of the stocktaking. When navigating who should participate in learning exercises, consider how the constellation can foster self-reflection and openness while developing alternative avenues to engage the voices that can, in effect, become marginalized so that the process ultimately still strengthens relationships and networks.

Also, the workshops were designed to develop action plans from the recommendations, but USAID sensed that the implementer was not yet ready to discuss changes to the work plan. It was critical to recognize that learning exercises are digested differently by parties, and forcing action would not always be productive.

In terms of enabling environment, building in an hour of USAID internal discussion after each workshop session was a lesson that DRG learned from a previous learning exercise. USAID would reflect on key takeaways from the workshop discussion and how that compared to what they heard stakeholders share during interviews. This allowed USAID to independently triangulate evidence and strategize how to move ahead collaboratively with ongoing approaches or potential programmatic shifts.
	CLA Approach: The Midterm Strategic Stocktaking Review was structured into two phases, both of which were grounded in strategic internal and external collaboration, that took place over seven days: 1) developing a technical evidence base and 2) joint analysis and decision-making. The review kicked off with an internal USAID/Liberia in-brief with Front Office to build consensus around the approach and planned results of the stocktaking.

During the first phase, a technical expert from USAID/Washington Economic Growth, Education, and Environment (E3), USAID/Liberia DRG, and USAID/Liberia Economic Growth conducted key informant interviews and focus groups with key stakeholders to collect information on successes, challenges, and opportunities. The experience and knowledge of stakeholders - including the Liberia Revenue Authority (LRA), Ministry of Finance, Civil Society, Chamber of Commerce, taxpayers, and other donors - was then shared during the second phase of stocktaking sessions.

The second phase consisted of three workshop sessions with USAID/E3, USAID/Liberia, and RG3 to effectively discuss the stocktaking questions and engage those actors who are directly involved in LDRM programming. The workshop sessions were strategically guided by the following stocktaking questions:
1) What did we set out to do?
2) What did we actually do?
3) What have we learned? 
4) Where can it go? 

The initial discussions were grounded in evidence provided through performance monitoring data and the qualitative data gathered from stakeholders. Over the course of the three workshop sessions, technical experts and core decision-makers from E3, DRG, EG, and the implementer jointly analyzed the evidence against these questions to identify ways forward and develop recommendations that reflect the contextual operating environment. A key guidepost throughout the discussion was how RG3 should adapt its programming to move away from short-term solutions and toward enabling the LRA to become a self-reliant agent with the resources and operational priorities that leave LRA in a strategic position after RG3 closes out. 

For example, Key Performance Indicators (KPIs) were identified as useful, concrete, data-driven metrics that LRA leadership can use for phased implementation of its Domestic Resource Mobilization Strategy and other revenue improving objectives. This way, the LRA will be better equipped to confront the challenge of improving its administrative efficiency, enforcement capacity, and voluntary compliance of the public.

The third and final workshop session was an internal USAID discussion to synthesize the answers to the stocktaking questions, further analyze and incorporate stakeholder input collected through interviews, and dive into decision making around option years for the RG3 activity, components to consider for new activity designs, strategies for the new CDCS, and how to further build a collaborative relationship with the LRA and other key Liberian stakeholders. The stocktaking wrapped up with an out-brief to Front Office and Program Office on key results, lessons, and recommendations from the workshop sessions so that the knowledge generated can be applied across the Mission's portfolio. 

To document the core findings, recommendations, and way forward resulting from the stocktaking, the facilitator developed 1) a one page brief highlighting the high level outcomes achieved to date and proposed way forward; and 2) a twelve page report detailing the current Liberian context, stocktaking question findings, and way forward. These, along with the PowerPoint presentations used during the workshops, were disseminated to the workshop participations to enable further action and provide a source of institutional memory for future decision makers.
	Context: The Democracy, Rights, and Governance (DRG) Office is leading the creation of a learning culture at USAID/Liberia through its innovative, collaborative, and cost-effective approaches to using evidence for adaptive implementation. After conducting several traditional performance evaluations of major investments in the DRG portfolio and facilitating learning events with stakeholders to integrate evaluation recommendations, the DRG Office identified the need for a more cost-friendly and timely learning exercise that is still collaborative and evidence-based but provides immediate feedback loops for its smaller investments.

Together with USAID/Liberia’s monitoring, evaluation, and learning support mechanism, Liberia Strategic Analysis (LSA) implemented by Social Impact, the DRG Office developed the Midterm Strategic Stocktaking Review approach.

The approach was applied for the Revenue Generation for Governance and Growth (RG3) activity implemented by Development Alternatives, Inc. (DAI), which is currently the Mission’s only pilot activity under the broader Liberia Domestic Resource Mobilization (LDRM) initiative. While RG3 demonstrated progress towards its planned results during its first two years of implementation, USAID/Liberia identified the need to ensure that RG3’s efforts are strategically contributing to higher level outcomes in the most effective way. The Midterm Strategic Stocktaking Review examined the achievements, identified persisting challenges, and needed to link those to opportunities moving forward, including other synergistic activities in the broader USAID/Liberia portfolio.



	Impact 2: An indicator of a well-performing institution building intervention is a strong relationship between the staff of the implementer and government agency. This has the potential to create a dynamic in which the donor is less engaged with the government agency and not present during opportune discussions around the strategic direction of the partnership. This CLA approach enabled the donor to intentionally and systematically collect the perspective of the government and other key stakeholders that are agents and influencers in implementation. The donor understood firsthand what the new Liberian Administration prioritizes, resists, and perceives as institutional needs, whereas before, this information was filtered through the implementer.

Taking the technical evidence base gathered through interviews and focus groups, USAID was able to align the partner and stakeholder needs with USAID's own priority areas, therein allowing CDCS design and activity adaptation to strategically support the Liberian government's agenda and locally-driven development results. Before applying this CLA approach, RG3 was achieving results, but now after adapting RG3's implementation, the inputs are better aligned with refining systems and strengthening processes that will support the government's ability to generate its own domestic resources through taxes - a core enabler of self-reliance. Also, the CLA exercise identified overlap with other donor support which led to improved coordination and more efficient investment of resources to achieve joint results.  






