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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 

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? 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: Jenny Kane, Jenny Barker & Richard Crespin
	Organization: USAID/E3, FishWise & Collaborate Up
	Caption: 
	Case Title: Seafood Alliance for Legality & Traceability (SALT): An Effort in Collaboration & Learning
	Image_af_image: 
	Summary: The Seafood Alliance for Legality and Traceability (SALT): Developed through a co-creation process to enable activity co-design on a global scale to build a knowledge sharing and learning platform -- modeling CLA throughout its implementation! Much of the world relies on fisheries for livelihood and nutrition. Illegal activities including human trafficking and forced labor pose real threats to people in the fishing industry globally. This is a story of using intentional and strategic external collaboration to support the technical evidence base for the design of a learning and collaboration initiative by USAID E3 and its implementing partner FishWise, a non-profit sustainable seafood consultancy, with the support of Collaborate Up, a collaboration consulting firm. SALT is a global alliance for knowledge exchange and action on seafood traceability. It is a public-private partnership among USAID, the Walton Family, Packard, and Moore Foundations. SALT is a Global Development Alliance (GDA) which means this has been a collaborative effort from the start. It was designed with USAID, private sector donors, and the implementing partners so collaboration was baked into the activity’s DNA. In its first year, SALT is convening stakeholders across seafood supply chains to define problems related to seafood traceability and identify innovative solutions to move forward. This “co-design” process is supported a Co-Design Advisory Committee consisting of leaders from government, philanthropy, industry and civil society. The co-design findings will inform the plan for the remaining four years of the project in development of a learning platform.
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	Impact: Since CLA is at the heart of SALT, the activity would not exist without many facets of the CLA framework. Without the external collaboration to develop the GDA, SALT would not exist. The year of co-design will be essential for building relationships in order to ensure broad use and contributions from diverse stakeholders for the learning platform moving forward.Involving people in the design of initiatives dramatically increases the likelihood of their active support and participation. This is particularly true for issues like IUU fishing because fishing practices vary so widely from fishery to fishery and because of the intense sensitivity surrounding fisheries management. With this in mind, SALT evolved into a series of three regional co-design meetings that served both as focus groups to better understand the needs of stakeholders and as incubators to jump-start collaborations in those regions (Asia-Pacific, America, and EU/Africa).As illustrated in the SALT co-design theory of change, we believe that if actors come together to collaborate, then they will be able to address global fisheries issues in a more successful way. Given that the ocean is part of the global commons, collaborative and collective action is essential for effective conservation and economic prosperity. In order to promote effective collaboration, diverse stakeholders from around the world must be brought together in order to build understanding around a common set of problems and a common set of solutions. In order to build trust among those key influencers and stakeholders to take on a common set of solutions, a structured set of gatherings and opportunities where people can be brought together in a neutral space to identify solutions is important. Facilitating four meetings globally to identify solutions (DataLabs) and commit to action (PartnerLab) is the cornerstone of the co-design. 
	CLA Approach: CLA is at the heart of both the design and implementation of SALT. USAID and the Walton Family Foundation first connected nearly two years ago to discuss their institutions’ work on fisheries, traceability and combating illegal fishing. They both recognized the importance of looking at the entire seafood supply chain and how traceability data could serve fisheries management needs. USAID and the Walton Family Foundation then decided to extend their conversations with the Packard and Moore Foundations to explore what such an alliance in the fisheries sector might look like: taking a global view across seafood supply chains; convening stakeholders with shared learning to accelerate solutions, improving fisheries management and building capacity. This resulted in a the creation of SALT as a new GDA.Then, SALT built multi-stakeholder collaboration into its structure. Leaders from public and private donors joined NGO and industry leaders in a set of interlocking advisory committees to guide the co-design process: a Coordination Committee with the GDA partners and a larger Co-Design Advisory Committee. These two committees are examples of institutional collaboration that guarantee balanced perspectives through the co-design. The Coordination Committee decided the SALT co-design would span a full year with four global convenings to collect stakeholder input. During each co-design meeting (DataLabs), we engaged stakeholders using the CollaborateUp Formula, a rigorous process to understand the barriers and opportunities to collaboration derived from proven techniques like Lean Startup, Shared Value, and Collective Impact. After each DataLab, we analyzed the opportunities for collaboration identified in each region and looked for patterns and commonalities upon which to base the final SALT collaboration and learning platform. We will conclude this process later this year with a final co-creation event (PartnerLab) to engage stakeholders in taking a hands-on role in designing and building the solutions they identified. Operationally CLA is happening in SALT through:1) External collaboration/Relationships & Networks   - Co-design prior to award and co-design to engage the broadest number and diversity of stakeholders to ensure participation in designing SALT happens daily.  - SALT’s goal and its results chain are centered around building strong relationships and leveraging networks for solutions.2) Technical evidence base/Knowledge Management   - The co-design process is driven by a desire to understand what is already happening and what has been established in the field, and to fill knowledge and collaboration gaps.  - SALT will spend the next several years building the evidence base for traceability by capturing knowledge and sharing stories of traceability to show its value.3) Adaptive management/ Continuous Learning & Improvement  - Each DataLab evolves based on feedback. Originally, we dictated problem statements for people to refine but in the second DataLab, SALT agreed storming through the problem was important for generation of more effective solutions. Hence, we opened the process for people to identify the problems. For the final DataLab, we will do a hybrid based on needs of the group. In addition, we have adapted framing around knowledge gaps linked to collaborative actions to build out the knowledge and learning platform for SALT.  - Adaptive management as a part of learning - One of the collaborative actions proposed in the latest DataLab was around the importance of capturing and talking about “failure”. A focus on learning from examining how projects have adapted to changing and difficult circumstances will contribute to the evidence base around traceability as much as what has worked well.For SALT to be credible and walk the talk, we need to model collaboration and learning in our implementation of the project. Central to our approach is the uniting of diverse traceability conversations into one coherent dialogue, captured by a comprehensive and dynamic knowledge management system.
	Why: For seafood traceability, technology is rapidly evolving and there are many drivers motivating companies and governments to take action. While technical solutions exist to combat many IUUF challenges, the real challenge lies in creating the political will and stakeholder collaboration necessary to bring these solutions to fruition and scale. What has been missing is a learning network and central convener that can stitch these many stakeholders and activities into an aligned and comprehensive effort. By bringing these players together in a series of convenings, clarifying the needs, challenges, and opportunities for each group, and by hosting a repository for relevant information, SALT will be the catalyst that is needed to create lasting shared value. Collaboration was built into the SALT activity - both in design and approach. A Coordination Committee consisting of USAID, FishWise and the Walton Family, Packard and Moore Foundations provides guidance on the activity development. A Co-Design Advisory Committee consisting of leaders from government, philanthropy, industry and civil society provides technical input to the co-design, while other stakeholders from government, industry and civil society contribute through various co-design events (DataLabs and PartnerLabs). As a result of the co-design, SALT will be more effective at promoting long-term, sustainable change. SALT’s activities will include collaboration and learning events (in-person and virtual) that convene diverse stakeholders across seafood supply chains and an online resource and learning platform to support knowledge sharing and expertise from other projects from around the world. 
	Context: Overfishing and destructive fishing practices are driving fisheries to the brink and negatively impact marine and coastal resources that sustain hundreds of millions of people globally. Illegal, unreported and unregulated fishing (IUUF) depletes fish stocks, destroys marine habitats, distorts competition, puts honest fishers at an unfair disadvantage and weakens coastal communities, particularly in developing countries. Corruption around these illegal trades also worsens other social problems including gender inequality, human rights and human trafficking. When conceiving of a solution, SALT was developed with the knowledge that this is as much a social and political problem as it is a technical problem. Interest in seafood traceability as a way to combat IUUF has reached critical mass among diverse stakeholders globally. Over the last several years, many stakeholders have indicated a strong willingness to work together on seafood traceability, particularly those aspects that no group can solve alone. What has been missing is a central convener that can stitch these many stakeholders and activities into an aligned and comprehensive effort. Central to our approach is the uniting of these conversations and work streams into one coherent dialogue, captured by a comprehensive and dynamic knowledge management system.While the will to collaborate exists and continues to grow, collaboration remains difficult because people tend to focus on specialized solutions that they can implement alone or with only a few collaborators. While this works for most challenges, a big, systemic issue like IUUF requires a different way of working. SALT will enable a wide array of stakeholders to clarify the needs, challenges and opportunities for improving seafood traceability and work together on those issues best addressed through collaboration and collective action. By bringing these players together in a series of convenings, SALT can be a catalyst that is needed to create lasting shared value. 
	Lessons Learned: 1) Being strategic and intentional makes the difference with collaboration - While there are different levels of coordination that are inevitable in the type of work that USAID does, to seek out strategic collaboration from the beginning and to be intentional about continuing to engage and collaborate at a deep level will ensure long-term sustainability. A couple of ways this is possible: 1. People carry collaborative actions forward because it was their idea and addressed a need of theirs from the start enabling ownership; and 2. Partners can take on work after the activity is completed if you’ve included them from the start - especially foundations, etc.2) Some stakeholders do not understand the value of co-design - Certain players from industry or governments may not be comfortable or want to be part of building the solution. We have heard many times - “Come and tell what you decide to do”. Instead, they are more inclined to engage once they are clear on what “it” is. Different stakeholders can come along at different times in the process so managing your own and others’ expectations around co-design is important. Even if they come later, it is still valuable for them and the activity.3) Be mindful of how much co-design to build in - SALT being a co-designed GDA to co-design a learning and collaboration platform for a year may pay off and ensure strong buy-in and knowledge exchange or it may turn out that half a year of co-design was sufficient for the platform and more time to do the knowledge capture and exchange would have been more appropriate. SALT will capture and tell that story.
	Factors: Enablers: Since collaborating was part of the process, we had strong support from leaders at USAID to collaborate and iterate. Co-design based on the technical evidence base is important. When you start with a process to fill the technical knowledge gaps, you are starting with CLA. USAID assisted us on managing the co-design adaptively. They both facilitated and encouraged conversations to improve the process. Obstacles: 1) A full year of co-design is longer than certain stakeholder groups, such as industry and governments, may be comfortable with. In addition, being in the middle of a co-design sometimes makes it challenging to communicate about SALT with audiences who are unfamiliar with co-design processes and want to know specifically what SALT will focus on. 2) While collaboration makes for better development overall and specifically in this case, it is not without its challenges. More people inevitably slow down the decision-making process. As groups strive to improve and manage adaptively through the co-design process, more decisions need to be made which can be challenging with multiple parties. Also, global work means schedules can reduce collaboration and decision-making opportunities to 3-4 days a week instead of 5.3) Finally, collaboration can be political. Different governments and agencies have different priorities and managing all of those interests can be hard. Despite advisory and consultative committees, SALT routinely has to manage relationships and work to build stronger relationships and trust to achieve the best outcomes.
	Impact 2: When it comes to quantifying the value of collaboration, it is not easy. While SALT is early in implementation, SALT’s first year results chain features key results focused on engaging key influencers and diverse stakeholders during the co-design period. The key results as an outcome of the co-design period are collaborative actions identified and key influencers continuing to participate in SALT. Most of the key results (8) and indicators (13) for year one of SALT are linked to collaboration and learning.For learning, SALT intends to engage in intentional pause and reflect moments throughout the project. In the co-design process, opportunities for learning and adapting are taken including implementation of systematic after action reviews (AARs) and promotion of feedback loops in the project. SALT will use the Co-design Advisory Committee and the Coordination Committee as key feedback mechanisms. The input of the Co-Design Advisory Committee will be important and feed into adaptive management of for each DataLab, as well. In addition, a large pause and reflect moment, or a big picture reflection, will happen at the end of year 1 in preparation for the remainder of the project. SALT will also strive for a dynamic approach, including tracking key learning questions. FishWise will employ a variety of methods in its efforts to capture lessons and apply them in a timely fashion to the project via adaptive management. SALT has two key learning questions it expects to answer in the first year as well: 1) How do people want to learn and what do they want from an online platform? and 2) How much are the relationships formed in DataLabs leading to PartnerLab commitment versus understanding the business case? These questions will be essential to our effectiveness as a learning and collaborating platform.


