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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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Adaptive Management 

Technical Evidence Base 

Theories of Change 
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Internal Collaboration 

External Collaboration 

Openness 
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Continuous Learning & 
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Knowledge Management 
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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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	Submitter: Laura Villegas
	Organization: USAID/Guatemala
	Caption: Partners develop a results framework at the BAA workshop. Credit: USAID/Guatemala.
	Case Title: Building Bridges to Collaboration: How Co-Creation Led to the Puentes Project
	Image_af_image: 
	Summary: USAID/Guatemala's Broad Agency Announcement (BAA) on Identifying Opportunities for Youth exemplifies many key aspects of collaborating, learning and adapting in practice. It also generated valuable lessons on cultivating trusted relationships between and among USAID and its implementing partners. In choosing co-creation, USAID/Guatemala demonstrated its openness to ideas outside the Agency and its capacity to collaborate—both with external partners and across mission teams. As a BAA, partners were invited to collaborate early in the project design process, pooling their individual knowledge and expertise to develop a joint concept note. However, this also meant a change in traditional roles as organizations who usually compete for bids now worked together, and as partners collaborated alongside with USAID. In response, USAID and its Facilitation Partner (FP),  the LEARN contract, carried out a number of activities with partners to cultivate trust and the sense of a unified team. As a result, the partners produced an integrated concept note which was far stronger than if created in isolation, and in June 2017, it was  launched as the Puentes project. Following the co-creation experience, USAID/Guatemala has become more adaptable in its approach and has gained a stronger appreciation for the contributions of its partners. On their part, the partners saw their individual ideas come to fruition, and they established valuable partnerships with other organizations that may lead to future collaboration.
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	Impact: According to one partner, participation in the Identifying Opportunities for Youth BAA generated new experience, knowledge and strategies for her organization. As a whole, the BAA helped individual partners bring together a variety of thematic areas and ideas into a consolidated project. They also established valuable partnerships between them, which opened windows of opportunity for future collaboration on new projects or proposals.  The Mission experienced significant impacts as well. To begin with, staff have become more adaptable in their approaches. While the Contracts Office used to design only contracts or agreements, they now approach programming asking whether non-traditional mechanisms might provide the best fit. The BAA has also opened staff’s eyes to seeing that the Mission may not have all the answers and that excellent ideas can originate from outside the Agency. On a related note, USAID/Guatemala has also seen a shift in how partners view them. Partners see that USAID really cares about the process and is there to help them. During the co-creation phase, some of the partners called members of the USAID team directly, just to ask for information or to coordinate. The BAA team now has an open-door policy that didn’t exist before the workshops.Following the BAA experience, the Mission now shares information with partners publicly, upstream. For example, they might post a draft scope of work on grants.gov to invite feedback ahead of a solicitation.  Finally, the Mission is exploring how to improve internal collaboration between sectors, such as with knowledge-sharing activities between staff that go beyond simply exchanging activity updates.  
	CLA Approach: Establishing a culture of transparency, openness, and collaboration was key. Once the EOIs were selected, the USAID team met with each set of partners to become acquainted and to discuss the process going forward. They then shared contact information across all partners to seed initial relationships. In fact, some started to meet before USAID formally invited their collaboration.    To shepherd the process from a set of promising proposals to a unified team of partners with a jointly developed concept note, the BAA team worked with an FP, the LEARN contract. Early on, they knew how crucial building trust and cultivating an integrated team would be to the success of co-creation. After all, the BAA process asks that partners be open to the ideas of others and put forth their own, while setting aside competitive interests—all without guarantees of a project award. As a result, the planning team organized a series of activities to establish relationships, build trust, and facilitate external collaboration. First, to guide the design of the workshops, the FP carried out a needs analysis. They asked partners what they needed to jointly develop the concept note, given the goals of the workshops and the nature of co-creation. They also used these meetings to set expectations for the work, urging partners to join activities wearing a “BAA team hat,” while temporarily putting aside their “organizational hat”; encouraging participants to share ideas while also learning from peers; reminding them that, similar to a traditional bidding process, a project award was not guaranteed; and acknowledging the value that each partner brings to the table. At this point, the FP opened a USAID Learning Lab working group to establish a communication hub among partners and the BAA team. The partners introduced themselves, USAID shared the selected EOIs, and the BAA team provided updates throughout the entire process to keep partners informed. Next, given the richness of experience that the partners would bring to co-creation, the planning team organized a virtual dialogue to surface lessons learned. A few weeks before the first co-creation workshop, partners joined via USAIDConnect for a 90-minute discussion, launching their collaboration, establishing an initial base of knowledge, and recognizing the niche that each partner fills. By the end of the session, one of the participants even suggested a group coffee for later that day.As a final pre-workshop activity, the organizations met face-to-face for a partners’ fair. Each took a turn presenting materials (or in one case, agricultural products grown by their young beneficiaries!), while briefing the others on his or her organization.The stage was now set for the workshops, but it would be important to maintain the partners’ collective outlook. The FP began by inviting the participants to improvise a story. As each added a new segment, the partners weaved together the tale of “Juana,” a young woman from the region who had neither an education nor a job. By the story’s end, the participants were inspired to work on Juana’s behalf, and they occasionally returned to the story as they discussed options for project interventions, reminding themselves of the bigger picture that had brought them together.  To facilitate the partners’ collaboration, strong relationships were both an intention and a clear outcome. Their comfort sharing individual views was clear, and they showed strong ownership over activities and results. The partners had also learned to trust that USAID was truly interested in their ideas and was not holding back information on budget or sector preferences—indeed, it was theirs to propose.    By the end of two workshops, the partners had developed a joint concept note. 
	Why: USAID/Guatemala has a history of approaching its work with innovation and collaboration. The Western Highlands Integrated Program (WHIP), for example, aims to brings together poverty and malnutrition programs, and was developed as a collaboration between U.S. government agencies and USAID partners.Following this trend, the Mission was open to experimenting with a new approach. For the front office and the BAA team (made up of staff from the Education, Economic Growth, and Contracts teams), the Opportunities for Youth BAA opened a door to fresh perspectives. It allowed for incorporation of expertise from the partners’ points of view and collaborating upfront with organizations—some even from the Western Highlands—that have spent years working at the grassroots level and that know the target population and its needs well.    On the part of partners, experience has taught them that working with a participatory, ground-up approach produces the best proposals. The BAA provided partners with the opportunity to exert an influence on the project’s design, ensuring that proposed activities were creative, innovative, sustainable and based on local need. It meant the possibility of bringing to fruition ideas that they had been developing over the years, and enriching those ideas with feedback from their peers. It also provided the unique opportunity of working alongside USAID.
	Context: Why would a USAID team choose to step back from project design and invite in partners to propose the approach? In 2015, when the USAID/Guatemala Health and Education Office was considering a new project to address out-of-school, unemployed youth and heard about the BAA, their interest was piqued. With the mission’s typical openness and focus on collaboration, they were intrigued by the opportunity to call for ideas from outside the Agency and to experiment with a different approach. In the fall of 2015, USAID/Guatemala published its BAA on Opportunities for Youth in the Western Highlands. Nearly 100 partner consortia responded with an expression of interest (EOI), and a select group was invited to collaborate. By June 2017, they had produced a concept note on which the project, Puentes (Bridges), was designed and launched.A BAA invites a group of implementing partners early on in the course of project design to pool their expertise, debate options and ideas, and collectively propose an approach for the challenge at hand. The process starts when a mission publishes a BAA describing a development challenge and calling for partners to propose solutions via an EOI. A mission review team then develops selection criteria, assesses the EOIs, and invites a select group to launch the BAA’s first phrase of “co-creation." Once partners jointly develop a concept note, they advance with the mission into the “co-design” phase, resulting in a project design and award, and then begin implementation with the “co-investment” phase.Collaborating, learning and adapting strongly underpinned all three phases of the Mission’s BAA process. For both the USAID team and its implementing partners, collaborating on a BAA, in particular, required openness and trusting relationships. The Mission demonstrated its openness when it chose the BAA as its approach and by inviting ideas for a USAID project from external partners. The Mission also had to trust these partners to produce a viable set of ideas on which to base the project design. For their part, with no guarantees that the concept note would be accepted by the Mission, the partners had to trust that their participation was worth their time and effort. They also had to cultivate a trusting working relationship between them. In any other implementation arena, they could be competitors bidding for the same project, yet sharing ideas and expertise openly was essential for co-creation.  
	Lessons Learned: USAID/Guatemala’s BAA on Identifying Opportunities for Youth generated many valuable lessons, as follows: -Do cultivate buy-in internally and, because it’s an innovative approach, find a champion in the mission with a high-enough rank to defend the BAA, but humble enough to support the process. -Do identify a budget range and share the ceiling with BAA partners. As a parameter, it will help guide their concept development. Be mindful that if the ceiling is too high, it will call significant attention to the procurement process.-As the facilitating mission, do shepherd partners through the BAA process, raising their awareness of what to expect with co-creation and setting a tone of collaboration and the freedom to ideate.-Do establish communication and transparency as the guiding principle and be consistent with it.-As co-creation and co-design need face-to-face contact between the BAA team and partners in the form of workshops or meetings, do prepare to devote time and staff to the BAA process and seek specialized support for facilitation and knowledge capture.-As a BAA partner, do join the process not as a representative of your organization, but as a member of the BAA team.  -Do bring a willingness to work and an openness to the initiatives of others.   -During co-creation workshops, do consider addressing not just the technical content of the project but the details of project implementation as well. Left to the partners alone, decision-making on the roles of prime and subcontractor can be challenging. -Do conduct pre-award surveys early on, once organizations are being proposed as primes. 
	Factors: For the BAA team, the Mission’s flexibility and openness to trying a new form of collaboration across sectors and with partners was key. The partners echoed this sentiment, noting that it spurred their creativity and led to synergies that a project developed in isolation would have missed. The BAA also benefited from having a Mission champion  who supported, and at times had to defend, the process.  There were also challenges within the Mission. Staff changes in leadership called for the need to restart raising awareness and buy-in to the BAA approach. This process led to delays and didn’t convince everyone equally. For some staff, stepping outside the traditional ways of working was hard. However, the BAA team’s determination to achieve results carried them through. The front office “commissioned” the team to carry out the BAA and, despite it being a new approach, despite changes in staff, and despite a longer-than-anticipated process, the team was resolute about reaching its goals.  During the co-creation workshops, the lack of a defined budget was a hurdle for both USAID and its partners alike. While the BAA team messaged their openness to all ideas, scoping the proposed activities without parameters was tricky for partners. They repeatedly asked the team what the budget or internal agenda “really” was, seeming to distrust that they had all the information available. The USAID team’s transparency and consistent open communication while working alongside partners, and the realization that they were all working toward the same goal, finally won the partners’ trust.Lastly, having so many voices in the room enriched the development of the project concept while, at the same time, making it difficult for partners to focus. Over time and through collaboration outside the workshops, partners ultimately built a single strategy with a unified vision and objectives.
	Impact 2: With project kick-off in June 2017, Puentes has only just begun implementation. However, the BAA has produced a comprehensive approach that incorporates multiple sectors and if the implementation team continues to carry out activities with a CLA lens, an impact in the sector can be expected as well. There is also the potential for Puentes to influence how other youth-related initiatives are managed, if it brings together all of them to collaborate around the same goal.


