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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 



 

 
 

    
  

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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	Caption: Self-Assessment CLA meeting, October 2017. Photo: Natasha Lopez, M&E&L Initiative
	Case Title: USAID El Salvador IP’s Mainstream Gender through Collaborating, Learning, and Adapting
	Image_af_image: 
	Summary: Motivated by the need to address gender considerations in their strategies to help create a stable, safe, and prosperous El Salvador, 15 USAID implementing partners (IPs), ten of bilateral and five of regional activities, have joined together in a Gender Collaborating, Learning, and Adapting (CLA) Group. Facilitated by the USAID/El Salvador Monitoring, Evaluation, and Learning Initiative (“M&E&L”), the Gender CLA Group has already made significant strides in addressing the underlying gender issues that contribute to gang and gender-based violence, gender inequality, and lack of economic empowerment. Established in October 2017, the Group has been meeting monthly to share knowledge and experiences, and to develop action plans and institutional strategies. The Group has divided into three working groups to maximize the relevance of their co-learning: 1) institutional strengthening; 2) youth and violence prevention; and 3) value chains for agriculture, biodiversity and competitiveness. Due to the reality that gang violence disproportionately impacts young men, the CLA Group has organized a Forum on Masculinities to be held in June 2018. USAID/El Salvador, IPs, and Salvadoran universities and organizations will participate in the forum.  Another seven activities are addressing the development of gender performance indicators and gender methodologies. Yet another activity of the Government Integrity Project is working to implement a Model for Institutional Integrity, including a Gender Equality Institutional Policy, with two national government entities: the Access to Public Information Institute and the Government Ethics Tribunal. The Salvadoran Institute for the Development of Women has partnered with M&E&L to lead this endeavor, which has resulted in major changes in institutional policies and implementation of gender norms in the two participating institutions. Based on the approaches and lessons learned in these activities, the Gender CLA Group will publish a Manual of Gender Best Practices to disseminate to all USAID IPs in El Salvador and other Central American countries.      
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	Impact: The IPs who are members of the Gender CLA Group report that their project teams have increased the coordination of their efforts and that they have made the integration of gender into their approaches the standard way of operating. IPs have become habituated to working together, to share knowledge acquired and learn from each other, and to contribute knowledge to USAID to assist the Mission make better evidenced-based decisions. With the CLA Gender Group in place, a general attitude of collaboration among IPs staff is evident. Information, knowledge, and experiences proven effective for achieving best results are openly shared and transferred from existing projects to new projects also.The fact that the Gender CLA Group is in the process of designing a Manual of Gender Good Practices to help IPs mainstream gender illustrates that the CLA has instilled the importance of collaborating and learning into IPs’ way of operating.  The manual will include lessons learned and best practices distilled from the initiatives IPs have taken in the CLA Group to better integrate gender into their projects. Some illustrative topics  of the manual include the following: 1) conducting gender institutional assessments based on the systematization of the Baseline Study for the Network of University Women Leaders in STEM Careers that the Initiative conducted for the Higher Education Program for Economic Growth; 2) integration of a gender strategy into a new activity  derived from the methodology to develop a gender strategy for the Improved Coastal Watersheds and Livelihoods Project; 3) the methodology applied to conduct a gender assessment of a project based on the experience of the Government Integrity Project; 4) the incorporation of masculinities into training programs to empower boys at risk of violence and insecurity taken from the Justice Sector Strengthening Project; 5) women´s economic empowerment in an agricultural value chain of the Cocoa Alliance Program; and 6) gender in climate change initiatives from the USAID/El Salvador regional Climate Change program.
	CLA Approach: The use of CLA approach to address the need for gender mainstreaming in USAID’s strategy to achieving a stable, secure, and prosperous El Salvador began in 2017, and reflects the five CLA sub-components of: 1) internal collaboration; 2) external collaboration; 3) technical evidence base; 4) relationships and networks; and 5) continuous learning and improvement. The CLA approach, as a continuing process, is addressing the underlying gender causes of insecurity and violence and contributing to El Salvador’s prosperity by fostering gender equality.In 2017, to build monitoring, evaluation, and learning capacities of IPs, M&E&L designed and delivered a series of training workshops based on an IP training needs assessment. KML, as well as Gender, were two of the most acclaimed and attended trainings. Each was delivered in a series of three workshops. Gender continually emerged in all of the trainings as a central concern and focus of the majority of the IPs, given the importance of gender considerations in preventing violence and achieving economic empowerment.  One of the first achievements of the gender training was to develop a table and map of municipalities in which the IPs work so the IPs could collaborate better together and complement rather than duplicate the work they accomplish throughout El Salvador. This was the first time such a mapping had been completed. Noting the importance of gender and the desire of IPs to collaborate and learn from each other, M&E&L staff, guided by USAID, collaborated internally to design the Gender CLA Group and worked together to facilitate its formation and development. The 25 IPs trained in Gender and KML were invited to join the Gender CLA Group. Fifteen IPs among these decided to dedicate themselves to this Group and have continued their involvement. Gender specialists in the 15 IPs collaborated internally with their Chiefs-of-Party (COPs) and Technical Teams to conduct participatory gender assessments of their projects and to identify gender issues that needed to be addressed. These specialists brought these issues to the Gender CLA Group and continue to address them in collaboration with other members. In the first meeting of the Gender CLA Group, the M&E&L Initiative facilitated a participatory assessment of shared Group needs as the first step of a strategic planning process that used CLA tools to keep the Group focused on knowledge generation and management. The USAID Mission’s Gender Focal Point is also a member of the CLA Group and attends all the meetings. She provides a USAID program perspective, channels USAID corporate knowledge to the Group, and delivers feedback of the CLA Group’s achievements back to the Mission. The 15 IPs that comprise the CLA Group include both bilateral and regional projects and work in the Democracy and Governance sector, including education and youth employment, and the Economic Sector, including climate change and biodiversity.  From time to time, specialists such as a Specialist in Masculinities for Peace who works for a Salvadoran NGO are invited to join the meetings and activities, and deliver mini-presentations on what they are accomplishing. The M&E&L Initiative’s collaboration with IPs, and the Group’s collaboration with USAID represents the use and positive impact of external collaboration in enhancing the CLA process. A technical evidence base for the Group was initially provided by the Gender Workshops and continues to be enhanced through: guests invited to the Group meeting to deliver presentations; briefings by the M&E&L Initiative staff; as well as by the shared learnings of the IPs.  The Gender CLA Group members have developed close relationships and networks with each other as well as with key organizations in El Salvador, such as the Salvadoran Institute for the Development of Women, the Access to Public Information Institute, and the Government Ethics Tribunal. These relationships and network form the foundation for the impact of what the IPs accomplish on El Salvadoran society as well as help ensure the sustainability of the Gender CLA Group activities beyond the lives of IP projects. Currently, the CLA meetings are held once a month and are not just key decision-making points, but also spaces to receive new information, analyze it, and then make decisions about what should be addressed in the learning process. Hence, the Gender CLA Group engages in continuous learning and improvement at each meeting through sharing what each member has accomplished and through discussing   lessons learned on the status of gender empowerment and equality in El Salvador and on the activities undertaken by each member project. As described in other questions, the Group has divided into three working groups to maximize the relevance of their co-learning: 1) institutional strengthening; 2) youth and violence prevention; and 3) value chains for agriculture, biodiversity and competitiveness. IPs are also implementing gender initiatives for their individual projects and sharing the knowledge gained with the CLA Group, stimulating the continuous learning and improvement process. These initiatives are described in Question 5.
	Why: The CLA approach emerged naturally during the gender workshops that M&E&L held as well as from the CLA assessment the Initiative conducted. IPs expressed the need to collaborate and learn from one another given the critical importance of gender in all of their projects, and their desire to maximize their results through co-learning and synergies they could achieve. Solving the violence challenge and providing economic opportunities are central to the USAID/El Salvador’s strategy and of utmost concern of Salvadoran citizens.  Preventing violence relies on providing youth alternatives to joining gangs.  This includes creating improved education and employment opportunities for youth. But it also includes fostering knowledge of “new masculinities” and how to incorporate this concept into life skills programs for male children, adolescents, and youths to reduce levels of aggression, improve conflict resolution, and reduce violence against women. Since “new masculinities” is a relatively new concept that IPs have not yet learned how to implement, the CLA approach was considered to be a highly suitable approach to assist IPs share their knowledge and experience, and adapt their approaches to introducing this concept into their projects. Further, the economic empowerment of women contributes not only to their increased participation in the economy and politics of the country but also in reducing domestic violence through providing women independence and the ability to leave a violent situation. IPs recognized that by collaborating, they would have greater influence in developing approaches to empower women and in lobbying for changes in the implementation of government policies regarding gender discrimination and other forms of violence against women. CLA and knowledge management and learning (KML) and gender are key components of M&E&L and the Initiative has on staff a KML Specialist and a Gender Specialist. Hence, M&E&L was acquainted with CLA and had anticipated employing this approach.  The close internal collaboration between the M&E&L Initiative Gender Specialist and KML Specialist plus the stated interest of the IPs in gender led to CLA being applied initially to this important area.
	Context: USAID/El Salvador is dedicated to supporting El Salvador’s goal to become a stable, economically prosperous democracy that is active in the fight against transnational crime and plays an active and responsible role in international affairs. Unfortunately, the country suffers from high levels of citizen insecurity and gang violence whose main victims are young men. Violence against women is also increasing. Gender considerations are consequently extremely important to USAID/El Salvador’s strategy. Since its inception in August 2016, M&E&L has held six gender workshops attended by almost all IPs. The workshops served as spaces in which IPs could meet and begin to collaborate. A CLA needs assessment conducted by M&E&L revealed that IPs had the desire to collaborate and learn from one another in order to maximize the impact of their activities, and to work together to achieve USAID’s Country Development Cooperating Strategy (CDCS) goal.  Hence, in October 2017, M&E&L invited IPs to participate in the first gender CLA group. The group defined its mandate to meet USAID´s challenges in violence prevention and economic empowerment through sharing IP knowledge and experiences in regard to gender and adapting their approaches to achieve greater results. The gender CLA group is the first CLA group organized for IPs and serves to generate synergies among their projects as well as to facilitate the sharing of successful approaches to achieve security and prosperity. Hence, the Gender CLA group helps to solve the development challenge of violence and lack of opportunity faced by El Salvador and the organizational challenge of creating synergies between USAID projects.To date, 22 staff members from 15 IPs have held four CLA-gender meetings (October 2017 to May 2018). As the result of a participatory needs assessment, strategic planning, and of defining learning agendas, the group organized into three working sub-groups, addressing: 1) institutional strengthening; 2) youth and violence prevention; and 3) value chains for agriculture, biodiversity and competitiveness. These groups are working together to develop gender action plans.  Other key activities the Group is undertaking are discussed in the following Questions.
	Lessons Learned: To set up the process it was important to involve the COPs by requesting the appointment of a staff person to participate in the Gender CLA meetings, and to keep them informed by sending agendas, proceedings of meetings, and the work guides when an invitation to a meeting has been sent.  Also important is the participation of the Mission´s Gender and Social Inclusion Focal Point, in order for the CLA Group to understand Mission priorities and to benefit from USAID corporate knowledge, as well as to maintain communication with the Mission.  For gender, it has been crucial to provide expertise to the CLA Group by M&E&L’s Gender Specialist. The Specialist serves to facilitates a process that generates knowledge and builds capacities, beginning with a needs assessment of shared needs, devising a strategy and a plan to address them, developing a shared learning agenda, and following it up with actions and research to add knowledge from within the group and elsewhere. The Gender Specialist or other technical advisor must analyze and provide recommendations that the group evaluates and decides upon to continually stimulate the collaborative and learning process. In CLA, it is essential to encourage the group to create a supportive environment for continuous learning, knowledge sharing, collaboration, and adaptation that continually reinforces itself. Part of this is maintaining records of the meetings and overall process to systematize the experience, inputs, and outputs to build the evidence to support the knowledge being generated.Also important is to have a mechanism to share the information being generated. Since a platform was not readily available, a shared drive has been used that contains the training information, the meeting procedures, and the products being produced through bilateral assistance.For the sustainability of the CLA, it has been important for the Group to devise rules of operation that include timing of the meeting, and procedures during the Group sessions, among others. 
	Factors: Several enabling factors have been and are fundamental for the successful and ongoing progress of the Gender CLA Group. Fortunately, M&E&L has the budget to provide technical assistance in gender to the IPs. Resources for meetings are not as crucial, since IP collaboration has resulted in provision of space and in-kind support that enabled the process to continue as planned. Also crucial is the commitment and support of COR/AORs for both gender and CLA. An environment where project teams can discuss and validate strategies they believe would work for their projects has also proven to be a success factor. A Group facilitator with expertise in the knowledge area that can conduct the technical work using the input and decision-making of the Group is essential for success. Ultimately, the support of the IP COPs is essential to implement the CLA mechanism within projects and to allow the adaptation and implementation of the gender knowledge acquired through the CLA. A major shortcoming is the limited time that project staff have available to attend meetings or to conduct follow-up actions to the CLA meetings. M&E&L overcame this by holding workshop meetings of no more than four hours, in agreed upon schedules, and by having group work sessions within the meetings for any action that required the participants consensus; these results were used by the facilitator to prepare the products presented in the next CLA meeting.At this inception phase of the Gender CLA, trust has been developed among participants, knowledge products are being developed, and knowledge and experience is being gained by those who participate. At this stage there is still an expectation that this process will be implanted within projects, and next steps include provision of technical assistance to set up CLAs within projects.
	Impact 2: Development outcomes for the 15 IPs who are members of the Gender CLA Group are in the process of being positively impacted by the Group’s achievements. The Government Integrity Project has enhanced its application of the Gender Equality and Female Empowerment Policy by restructuring its model for institutional integrity and adding "Gender Institutional Policy" as an indicator of Ethics. With the support of the M&E&L Initiative, this project is implementing a Model for Institutional Integrity, including a Gender Equality Institutional Policy, with two government entities: the Access to Public Information Institute and the Government Ethics Tribunal. The Salvadoran Institute for the Development of Women has also partnered to lead this endeavor. The Improved Coastal Waters and Livelihoods as well as the new Biodiversity regional activity will enhance their outcomes by improving the economic empowerment of women in fisheries and agricultural value chains of populations living in those zones, using the instruments provided by the Cacao Alliance Project. The latter will generate new knowledge by systematizing the methodology and instruments it has applied in empowering women in the cacao value chain. The Regional Youth and Community Development Activity will enhance its results by empowering boys through developing masculinity programming and indicators. Gender knowledge has been increased with instruments to assess and develop indicators for the gender analysis domains in higher education institutions. The Baseline Study for the Network of University Women Leaders in STEM Careers, conducted for the Higher Education Program for Economic Growth is providing tools to conduct qualitative and quantitative research, analyze it, and develop mixed indicators to measure changes in institutional culture and helping to gauge progress being made to attract women to STEM careers.Capacity is being built among IPs’ staff using a new perspective that facilitates comprehensive and evidence-based common programming, learning from one another, and collaborating and identifying synergies on common grounds and goals.


