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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)?
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External Collaboration 

Openness 

Relationships & Networks 

Continuous Learning & 
Improvement 

Knowledge Management 

Institutional Memory 

Decision-Making 

Mission Resources 

CLA in Implementing 
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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.



  
 

 

 

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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	Summary: With the upcoming election in November 2017, USAID/Liberia and the Embassy of Sweden, in cooperation with the University of Liberia, thought leaders and multilateral and bilateral donors, decided to organize the first Liberia Development Conference (LDC) to disseminate information about key development challenges and discuss potential solutions. The goal was to stimulate a national, evidence-based dialogue that would contribute both to the platforms of contesting political parties and to USAID/Liberia’s upcoming Country Development Cooperation Strategy (CDCS).  
The conference was organized around 38 analytical papers, which were written, presented and discussed by a wide range of Liberian development stakeholders. More than 400 stakeholders, representing state institutions (executive, legislature and judiciary), civil society organizations, the private sector, international organizations, development partners and donors, attended the two-day conference. The conference included a mix of plenary and parallel sessions, which were chaired by eminent Liberians such as ministers and other dignitaries from academic, national and international institutions.

The result was that USAID/Liberia emerged as a major leader in Liberia for an evidence-based and collaborative development strategy. The Mission expanded its network within the country, demonstrated an openness and commitment to relationship building, and, in the process, ensured that it would have a strong evidence base to begin the analytical phase of its own CDCS.  
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	Impact: For USAID/Liberia, the benefits of the CLA approach were threefold. First, the LDC provided a venue for the Mission to develop and solidify its networks with development actors throughout Liberia. It fostered the reputation of USAID among donors as a leader in collaboration and learning. It promoted relationships between Mission staff and thought leaders that were not typically associated with the Mission such as the University of Liberia Institute for Policy Studies and political parties.  

Second, the LDC paved the way for a stronger CDCS process for the Mission. The push to develop the KM portal provided USAID with a strong evidence base upon which to build the analytical phase of the CDCS. The LDC also provided a venue for local actors to provide their perspectives and give their thoughts on local context which can then be integrated into the CDCS.

Third, for LSA and Social Impact, the success of the conference has forged new partnerships and increased the demand of LSA’s learning services and to CLA in general. Whether it is a large learning event after an evaluation or a small focus group for development objective teams or Contracting Officer's Representatives to better understand challenges and potential solutions, Mission staff are now requesting small and large CLA services.

	CLA Approach: We used CLA as the foundation of the conference; the overall objective was to collaborate with stakeholders, present evidence on Liberia’s unique set of development challenges and potential solutions, share this this newly gained knowledge with stakeholders, and integrate this information into the redesign of the Mission’s CDCS.

Technical Evidence Base: To ensure that the analytical papers, which were the heart of the conference, were well researched and evidence based, we conducted a meta-data collection of more than 1,250 reports, evaluations, data sets and articles produced on Liberia since 2005. This process was done both online and in person, with researchers scouring the Internet and meeting with donors, nongovernmental organizations and government officials. In some cases, older documents were scanned and digitized. We then made this data available on USAID/Liberia’s Knowledge Management Portal and gave access to the authors so that they could leverage and easily access existing research and have the information needed to write strong papers.

After the conference, an anthology of papers will be released to the public, including political parties and other development actors.  

External Collaboration: The conference was a collaborative effort with several donor partners, notably the Government of Sweden and the World Bank. The conference also forged a new partnership with the University of Liberia’s Institute for Research and Policy Studies, which provided technical assistance in the planning process and also assisted the engagement with the Government of Liberia.

The conference exhibited the Mission’s desire to engage more openly with new stakeholders, such as academia, the private sector and political parties. Given that the conference took place during an election year, political parties that would be engaged in the electoral process were a target audience. One of the conference objectives was to engage all political parties in this form of open discussion on Liberia’s development challenges and to get them thinking of how their future platforms could address these issues. 

Knowledge Management (KM): The conference was the ideal opportunity to launch USAID’s Knowledge Management Portal. It was a source of data on Liberia’s development that went into the analytical papers. The portal was also used to share conference-related materials such as the PowerPoint presentations, the conference booklet and the abstracts of approximately 40 analytical papers. The KM portal has also been used to share information on smaller follow-on events, such as a learning night that featured one of the authors and a symposium on initial findings presented at the conference.


	Why: To the Mission leadership, a CLA approach was essential because Liberia’s development challenges are complex and require the combined efforts of all development actors if these challenges are to be successfully addressed. The Mission is part of several donor and sectoral working groups and organizes several communities of practice, which include a range of development actors in Liberia that regularly gather to learn from each other and improve the implementation of development activities. The LDC was an ideal opportunity to implement shared learning across sectors and with various development, government, academic and private sector actors in Liberia. 

Preparing for the conference was a key step in implementing the Mission’s learning agenda and would ultimately contribute to the analytical phase of the Mission’s CDCS. All sectors in the Mission met over a four-month period to identify and discuss their learning priorities and how these analytical papers could fill knowledge gaps. The LDC planning committee, comprised of Mission leadership, donor partners and the University of Liberia, then sought the most reputable thought leaders in Liberia, experts in their respective fields, to write a paper on a particular development challenge and propose tangible policy solutions based on their expertise and a technical evidence base. The conference was an opportunity to come together and discuss these knowledge gaps and potential solutions with a broad range of actors. Panel discussions focused on the viability of these policy solutions and how development actors could assist the government in bringing about positive changes in these areas.

	Context: After 14 years of civil war, the 2005 election of the first African woman as the Head of State for two consecutive terms energetically set Liberia on the path of development. During this time the Government of Liberia (GOL) collaborated with many different multilateral and international donors as well as private sector investors that worked in Liberia. Even with this influx of support, after 12 years of peace and stability the country is still confronted with enormous challenges, including corruption, high youth unemployment, and a weak education system, just to name a few. 

With the upcoming election in November 2017, Liberia is, again, at a critical juncture. As a new government takes power and as donors support the country through that process, all actors must have the information they need to build on past successes, learn from past failures, and take a well-informed and collaborative approach to spearheading the development of the country. However, information about the actual efficacy of development programming on a country level is difficult to come by. First, many partners have incentives to focus on success stories rather than critical analysis of programming. Second, information on development topics is both difficult to find and difficult to understand. Third, very rarely has that information or lessons learned from the experiences of development actors been consolidated, synthesized and discussed openly across governments, international donors and private sector companies.    

To address this challenge from the start, USAID/Liberia and the Embassy of Sweden, in cooperation with the University of Liberia, thought leaders, and multilateral and bilateral donors, decided to organize the first Liberia Development Conference with the theme, “Engendering Collective Action for Advancing Liberia’s Development.” Liberia Strategic Analysis (LSA), implemented by Social Impact, was the conference secretariat, coordinating with the Mission to manage all aspects of the conference, including the conference concept, panel themes and analytical paper topics to be discussed, stakeholder engagement, author and panelist selection, and overall event planning. Through the LDC, partners, many working together for the first time, could identify and disseminate information about key problems, create a platform to discuss potential solutions to Liberia’s complex development challenges, and stimulate national dialogue, particularly among contesting political parties, to move the country forward towards peace, stability and development.


	Lessons Learned: It is critical to maintain open communication when using the CLA approach. For the conference, we had bi-weekly update meetings with an agenda of updates on all details of the planning process. If the planning committee was unavailable any given week, we prepared a memo that was shared electronically. We also shared a detailed conference Gantt chart with tasks, timelines and responsible persons for all stages of the planning process. We used this Gantt chart as a form of communication, to keep all those participating in conference planning abreast of any developments.
While conference planning was a priority for the Mission, we were cognizant to not overburden Mission staff with conference-related tasks. One way we accomplished this objective was by organizing several different working groups with targeted participants. Initially, there was a large LDC planning committee for USAID staff, including members from all technical offices. This step ensured internal collaboration and helped to capture learning questions from all sectors. There was a technical planning committee, with points of contacts from the donors and the University of Liberia, that ensured that the necessary external collaboration occurred with partners and the government. Finally, there was a high-level planning committee that was comprised of members from the Office of the Mission Director, the Office of Program and Project Development, the Office of Development Outreach and Communication, and LSA. This small committee met the most often and provided strategic direction for the conference.
Overall, a key lesson learned was that the demand for CLA activities and a true awareness of the benefits of CLA often comes after CLA successes. While trainings and awareness raising on CLA are helpful, most helpful are demonstrating to Mission teams and outside stakeholders the benefits of CLA and providing those benefits to them in their everyday work.  

	Factors: The key to promoting CLA at this level was a high degree of support for and commitment to this initiative from Mission leadership and Mission staff. Internal and external collaboration takes time, both to develop networks and to plan for an event of this level. Mission staff and leadership made this event a priority and stood behind it. While LSA, implemented by Social Impact, was the secretariat and had multiple people working full time on the conference, it was the Mission that directed the content of the presentations and papers, took the lead with the collaboration with many donor partners and the government, and ultimately set the stage for the tone of the conference.   

Second, even with local experts and thought leaders, there is sometimes a lack of experience in using an evidence base to support their individual experiences and opinions. For this reason, LSA assigned a peer reviewer to use the KM portal and increase the level of analytical rigor in each paper. This collaborative exercise helped experts to rethink unsubstantiated opinions and to provide further explanation for experiences and opinions not supported by evidence and data.  

	Impact 2: This activity is currently ongoing and the outcomes are yet to be measured. In the long term, however, we hope to track two factors that would contribute to development outcomes, namely:

-Among Mission staff, an increase in the contextualized understanding of Liberia that would lead to more effective and relevant activity design and implementation, and, 
-Among Mission staff, the ability to adapt (with the help of networks) in the face of bottlenecks or challenges in the implementation of programs. 

In the short term, we are seeing a few intermediate outcomes that we believe will contribute to development effectiveness, such as:

-First, we are seeing an increase in the demand for learning events and collaborative activities between the Mission and local change agents and thought leaders; and,
-Second, we are seeing a stronger evidence base with more qualitative and quantitative research referenced and gathered for this CDCS than for previous CDCSs.



