
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Which two subcomponents of the Collaborating, Learning & Adapting (CLA) Framework are 
most reflected in your case? Please 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: 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: Why did you decide to use a CLA approach? Why was CLA considered helpful for 
addressing your organizational or development challenge(s)?



  

    
  

   
  

3. How: 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 IMPACT: 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 IMPACT: 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. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff), 
organizational culture, or business/work processes - influenced your results?
How would you advise others to navigate any challenges you may have faced?

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.  
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	Submitter: Ricardo Amaya
	Organization: ACDI/VOCA Colombia – Youth Resilience Activity
	Caption: YRA and youth at Pact dialogue session in Cali, Valle del Cauca. Credit: Mileidy Jiménez Sánchez, youth leader from Santa Marta, Colombia.
	Case Title: Youth Resilience Activity brings CLA to the national stage in historic Colombia Pact with Youth
	Summary: In December 2020, ACDI/VOCA began implementing USAID's Youth Resilience Activity (YRA) to support youth in high-risk environments to reach their full potential as safe, productive, healthy, and engaged participants. Just a few months later, Colombia was rocked by nationwide protests catalyzed by an unpopular tax reform bill and exacerbated by months of strict lockdowns amid the ongoing COVID-19 pandemic. Youth were at the forefront of this movement, leading demonstrations to demand government action on a range of social, economic, political, and environmental issues. In response, the national government launched the Colombia Pact with Youth to engage youth across the country in brainstorming collaborative solutions. 
Swiftly adapting its programmatic course to meet this pressing need, YRA incorporated principles and practices from its existing CLA approach into the design and implementation of the Pact between May and August of 2021. Leveraging USAID and ACDI/VOCA's existing relationships with the public sector, YRA collaborated with the Colombian Family Welfare Institute to design an active listening methodology that was implemented during 502 dialogue sessions with more than 15,000 youth from across the country. YRA then implemented knowledge management practices, in close collaboration with the national Pontificia Javeriana University, to document and systematize 1,157 youth proposals in 12 action areas. This information has provided YRA and the government with a greater understanding of their target population, what they care about, and how to engage them. In response, the national government approved a US$9.2 million strategy for the implementation of programs that are expected to benefit an estimated 13 million youth over nine years. This commitment represents a concrete step toward YRA's overarching goal. Through the Pact, YRA also established connections and built trust with youth and government leaders that raised awareness of and positioned the Activity as a strategic partner in driving positive youth development in Colombia. 
	Impact: Given that the Pact launched shortly after YRA began, it provided the team with a unique opportunity to pilot, on a massive scale, the Activity's CLA approach in a practical way. The team learned to collaborate across divisions and geographies, building strong relationships, internal networks, and solidarity that have increased communication and teamwork in everyday work. Relationships were also strengthened with partner entities such as ICBF, Colombia Joven, and Javeriana University, who adopted CLA practices from YRA following the Pact. This is already facilitating collaborative strategies in the area of youth political participation. Through the capture and analysis of a vast amount of primary data, the YRA team exercised critical knowledge management practices and gained extensive information about their youth audience at a national, municipal, and local level. This information, combined with learnings related to communicating with youth, has provided the team with a greater understanding of their target population. Furthermore, due to the team’s strategic and politically neutral support role, the Activity was successfully positioned as a trusted partner among stakeholder two of its most important stakeholder groups, youth and the government.

Many learnings from the Pact have already been applied to other information-gathering activities that YRA has designed, such as youth-led community mapping exercises and 11 micro-pilot projects with 284 youth in 17 municipalities. The practice of implementing CLA in the Pact enabled YRA to expertly integrate CLA into each micro-pilot's implementation, refining approaches and practices according to geographic area. From note-taking to information processing and analysis, the YRA team also exercised key knowledge management practices that will be valuable throughout Activity implementation. In addition, YRA used these lessons to inform its 20-page CLA Plan, which includes actions, timelines, and responsibilities for each of the six dimensions of the CLA framework. Finally, YRA's strategic, politically neutral support role in the Pact raised awareness of and legitimized the Activity in the eyes of the government and Colombia's youth. This has provided YRA with a platform to effectively engage, support, and elevate the voices of youth with whom it works.
	Why: YRA considers Collaborating, Learning, and Adapting (CLA) to be key determinants in driving positive youth development (PYD). As such, CLA is embedded into all aspects of the Activity's programmatic design, operations, and organizational structure through the participatory design and implementation of YRA's CLA Plan. Early on, YRA engaged in external collaboration by facilitating workshops with sub-implementing partners and stakeholders from public and private sectors, academia, and civil society to identify shared goals and create joint action plans. Internally, the Activity established a CLA team, led by the CLA Deputy Chief of Party that supervises the monitoring, evaluation, and learning (MEL) information systems, and knowledge management teams. Furthermore, CLA responsibilities are included in all staff members' job descriptions. Fundamental CLA practices like weekly collaboration meetings and dedicated learning spaces are also embedded into everyday work culture, involving all teams from MEL to human resources. This structure fosters a strong organizational culture based on open, collaborative relationships.

YRA's adaptive management processes were designed to enable the Activity to respond rapidly to dynamic security and political contexts and emerging needs over the life of the Activity. Moreover, YRA was able to leverage ACDI/VOCA's 20 years of work establishing and fostering strong, collaborative relationships with key stakeholders from Colombia's public sector. Two of these government entities led the implementation of the Pact: the Colombian Family Welfare Institute (ICBF) and the Presidential Office for Youth (Colombia Joven). In all, it was YRA's own CLA approach, organizational culture, and existing network connections that made the Activity an attractive, trusted partner with whom to collaborate on the Pact—and enabled it to quickly adjust course to join the initiative.
	Factors: ACDI/VOCA's organizational culture is highly conducive to CLA in that it prioritizes and fosters collaborative relationships, networking, and openness to continuous learning and improving. YRA was intentional in applying its CLA approach to its work in the Pact. 

The Pact itself was a response to an urgent, pressing need, and as such, its methodology was constructed and implemented swiftly. USAID and ACDI/VOCA's existing relationship with the government, especially ICBF, was the greatest enabling factor in this process, facilitating efficient collaboration, knowledge management, and decision-making. From an internal perspective, although the process was led by the CLA team, nearly every single YRA team member, from the Chief of Party to the administrative assistants, rallied together to dedicate time and energy to the Pact. This was possible given USAID Colombia's existing emphasis on CLA. The Mission's flexibility and support for YRA's participation in the Pact enabled the Activity to adapt its workplan while still meeting established goals for its first months. 

The pace with which the Pact took shape also presented several challenges to YRA as well as the government. First, given the nature of the situation, there was no time to conduct scenario planning exercises or pilot methodologies ahead of implementation. Instead, rapid adaptations were made during implementation as learnings emerged. Certain valuable CLA exercises such as Pause & Reflect sessions, while not formally organized, did occur between YRA, ICBF, and Colombia Joven throughout the process, facilitating ongoing learning and improvements.
	CLA Approach: Collaborating: Having adapted its programmatic course to take part in the Pact, YRA began collaborating internally and externally in the following areas: methodological design, documentation, and analysis. Internally, the Activity immediately set up daily coordination meetings, and established a WhatsApp group to quickly communicate on urgent Pact priorities. Externally, YRA leveraged its existing relationship with ICBF—the entity in charge of leading the Pact—to design a methodology for engaging with youth in an open, collaborative, and productive way. This methodology was based on existing ICBF and ACDI/VOCA strategies for active listening and dialogue with families and groups, and collaboratively workshopped to fit the Pact's unique context. Then, YRA engaged in internal and external collaboration by working with USAID and ACDI/VOCA's Program of Alliances for Reconciliation (PAR) to implement an "all hands on deck" approach to in-person active listening sessions with youth in 12 departments. ICBF led these sessions, while YRA and PAR mobilized youth networks to attend, supported with logistics, and documented comprehensive information related to youth concerns, interests, and ideas. In keeping with a PYD approach, youth were engaged as key collaborators in these sessions by encouraging active participation and asking for critical feedback to improve subsequent listening sessions. 

Learning: Prior to the Pact, YRA hosted a series of programmatic launch events from which the team gathered learnings related to barriers, opportunities, and best practices for engaging and incentivizing youth participation in their communities. These valuable learnings helped YRA to provide insight and support ICBF in designing the Pact's methodology based on dynamic activities to build rapport and active listening strategies to elicit unbiased, concrete contributions from all participants. From the listening sessions YRA quickly identified several limiting factors to youth attendance—scheduling during school hours, lack of childcare options, unpopular locations, and lack of publicity—and presented these learnings to ICBF along with strategic recommendations to incentivize greater participation. In the areas of documentation and analysis, YRA and Javeriana University consolidated listening session notes into 32 departmental and 35 municipal briefers and a matrix of 1,157 youth proposals categorized by municipality, objective, sector, and priority level. These products provided the government and YRA with robust data on the major concerns, interests, and ideas expressed by youth in each geographic region. The proposals were then consolidated into a set of 12 major action areas that provided the basis for a new, nationwide youth public policy. 

Adapting: The original decision to participate in the Pact demonstrates YRA's remarkable capacity for adaptation. While not originally scoped within the Activity's description, the team showed openness in adjusting course and dedicating significant time, resources, and energy to engaging with the government and Colombian youth in a critical moment for the country. YRA also made strategic adjustments throughout the Pact such as reorganizing working teams, designing practical spreadsheets to streamline data collection, and pulling in additional help where necessary. Beyond the Pact, YRA has applied learnings gathered during the initiative in several of its programmatic strategies and processes. To begin with, YRA used the comprehensive information gathered and systematized in the briefers and matrix to adapt its workplans at the municipal level and guide conversations with local stakeholders to align those plans with government priorities. Also, YRA's entire strategy for youth political and community participation was designed based on information gathered during the Pact. Lessons learned about youth priorities and communication styles were applied to incentivize informed voting and work with newly elected municipal youth councilors to develop strategies for increased community impact. Additionally, YRA adapted its cross-cutting communications strategy to incorporate the main themes of the national youth agenda as identified during the Pact.
	Context: In December 2020, as the world entered its fourth quarter of the COVID-19 pandemic, USAID and ACDI/VOCA entered into a cooperative agreement for the implementation of YRA in Colombia. YRA's goal is to support youth in high-risk environments to reach their full potential as safe, productive, healthy, and engaged participants in society and the economy. Its programmatic objectives are to foster healthy relationships among youth, incentivize their community participation, expand their economic opportunities, and improve their communications skills for social change. 

YRA's first months included an inception phase for exploration, methodology testing, and pilot projects to learn about the critical issues facing youth in areas like health, education, and employment, and identify the most effective intervention strategies in each of the Activity's priority regions. However, just a few months into this process, Colombia was rocked by nationwide protests, catalyzed by an unpopular tax reform bill and exacerbated by months of strict lockdowns amid the ongoing health crisis. At the forefront of these protests were the country's youth, who raised their voices and took to the streets to protest a wide variety of issues including lack of access to quality education and healthcare, human rights violations, and limited economic opportunities driving a 20.6 percent youth unemployment rate. Nearly a month into the protests, the government announced a comprehensive national initiative, the Colombia Pact with Youth, to crowdsource youth concerns, interests, and proposals on the issues that mattered most to them. 

The launch of the Pact in May 2021 represented a major challenge for the government to listen to and work with youth from different regions, contexts, and perspectives. At the same time, the Pact represented a remarkable opportunity for YRA to contribute to each of its programmatic objectives and support youth across the country in achieving social change. As such, YRA agilely adapted its 2021 workplan and leveraged resources to collaborate closely with the government on the Pact's design and implementation between May and August 2021. 
	Impact 2: YRA's contributions to the Pact were critical in helping define Colombia's national youth agenda. As a result of the Pact, the government developed and approved a US$9.2 million public policy for programs to increase the participation of an estimated 13 million youth across the country in Colombia's socioeconomic development by 2030. This commitment represents a concrete step towards YRA's overarching goal of supporting youth in high-risk environments to reach their full potential. YRA also expects to see, as a result of applying its CLA approach to the Pact, progress on each of its four programmatic objectives: 1) Healthy relationships and networks: Youth developed productive relationships with the government and expanded their personal networks, connecting with leaders from other regions and strengthening their mutual support systems. They also helped raise awareness of YRA in their communities, promoted participation in YRA activities, and spread messages of PYD and youth leadership. 2) Youth-centric protective environments: The Pact methodology created safe spaces for youth to share their real concerns and ideas, empowering them as active citizens. YRA is now designing a collaborative youth participation strategy with ICBF and Colombia Joven to increase youth impact in political processes. As part of this process, YRA hired a dedicated public policy specialist to guide design and implementation of municipal-level youth policies around the country. 3) Youth economic empowerment: YRA expects that the government's financial commitment as part of the new public policy will enhance youth economic empowerment, in alignment with the Activity's focus on employment and entrepreneurship, by expanding training and workforce opportunities. Cross-cutting) Strategic communications for social cohesion: The spotlight on youth leaders elevated their voices and priorities to the national stage, providing them with a powerful platform from which to drive their agenda. YRA is already seeing that youth participants in the Pact, especially those within the Activity's national youth communications network, are learning and developing key skills for social change. 
"The rapid response that you put together and your willingness to find ways to support dialogue processes during this difficult time have made a huge difference and will certainly advance our objectives of promoting peace, reconciliation and inclusion in Colombia." - Laura Calderón, YRA AOR (May 19, 2021)
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