
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

Case Title: 

Name: 

Organization: 

Summary: 

Think about which subcomponents of the Collaborating, Learning & Adapting (CLA) Framework 
are most reflected in your case so that you can 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 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 did you decide to use a CLA approach? Why was CLA considered helpful for 
addressing your organizational or development challenge(s)? 



  

    
  

3. 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 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? 

5. 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? 



  

 

 
6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

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: Paula Barragan, COP; Randal Thompson, COP
	Organization: Tetra Tech and ME&A
	Caption: Staff from the El Salvador Government Ethics Tribunal and the Access to Public Information Institute receive Certificates for Completing a CLA which established Equality, Equity, and Non-Discrimination Policies in their institutions.
	Case Title: Using CLA to Promote Transparency with Gender Equality and Non-Discrimination
	Image_af_image: 
	Summary: The USAID El Salvador Government Integrity Project (GIP), promotes the application of the Institutional Integrity Model (IIM) to create organizational cultures based on workers’ ethical performance as well as ethical institutional procedures especially designed to foster equality and transparency and reduce corruption. The IIM helps institutions become self-reliant and able to support El Salvador’s achievement of its development goals independent of external aid. Employing the IIM and committed to building the capacities of its counterpart institutions, the GIP set out to strengthen the Government Ethics Tribunal (GET) and Access to Public Information Institute (APII) through their adoption of an equality and non-discrimination policy and action plan. In El Salvador, the 2011 Law of Equality, Equity and Eradication of Discrimination Against Women makes it mandatory for all state institutions to take actions toward the achievement of equality between women and men and non-discrimination. The GIP decided to partner with USAID/El Salvador Monitoring, Evaluation and Learning Initiative (MELI) to strengthen these institutions because one of the objectives of MELI is to develop Collaboration, Learning, and Adapting (CLA) processes among implementing partners (IPs) and USAID and because MELI has gender expertise and previously developed  a Gender CLA among 20 IPs.Together, the GIP and MELI decided that the CLA approach was the best means for GIP to build strategic self-reliance through strategic collaboration with these two key institutional partners and to foster collaboration between these key institutions for developing government transparency and accountability in El Salvador. The Institute for the Development of Women (ISDEMU) also participated in the process to ensure that the policies developed fulfilled the mandate of the law. The GIP and MELI implemented a work plan which included 16 CLA Sessions over 8 months involving work teams of multi-level staff and resulting in equality and non-discrimination policies in both institutions as well as Gender Units that seek the establishment of cultures of equality.
	Impact: The CLA process succeeded in developing policies and procedures and in changing the institutional culture of GET and APII and had a tremendous impact on all participating organizations including ISDEMU, GIP, and MELI. All of these organizations now understand the power of CLA to create an effective learning culture through collaborating and reflecting and listening to and empowering staff in organizations to take charge of necessary changes from the bottom up instead of relying on orders from top management.  All five organizations have now incorporated CLA as a standard operating approach.The dynamics of generating and sharing information and pausing and reflecting on the progress of the process, not only facilitated policies’ formulation, but also improved work relationships and cultivate more openness between staff and management. Clear task designations in each CLA session were key for moving the CLA forward and meeting the established schedules. Having sensitized personnel from all hierarchical levels also influenced the collaboration and adaptation of the tasks derived from the CLA as well as the appropriate and egalitarian delegation of tasks, avoiding overload to units and people. Immediate implementation of the knowledge acquired allowed for measuring each session’s progress with concrete results. Another strategic factor was the preparation of products for each stage of the CLA  (i.e. diagnosis, policy, plans; segmenting each one in steps for its elaboration).  The effective facilitation of each of the 16 sessions by GIP and MELI staff helped participating staff complete the required products of each Phase of the CLA. The success of this experience was the direct result of using the CLA approach, of the commitment of the institutions and the active participation of the staff and the effective coordination between two USAID Activities These factors resulted in having the equality and non-discrimination policies and action plans on time, while strengthening institutional management through the IIM which, being an international methodology, will include gender and inclusion issues in the public ethics dimension for subsequent applications of IIM. Teams in all participating insittutions now have closer relationships and communication networks and are interesting in cultures of conntinual learning and adapting. 
	Why: GIP and MELI had previously worked together on both CLA and gender empowerment, and both of these projects had internalized CLA as a routine process and applied USAID’s gender policy as standard procedure. Hence both understood the power of CLA to stimulate collaborative learning and support adaptive management. Both projects also understood that CLA could be employed to catalyze institutional capacity building as a sort of action research that would change the culture and functioning of the institution during the CLA process. As a result of GIP’s strengthened capacities in gender and CLA, the project’s trained personnel promoted the application of the "CLA approach" as a means of developing the capacity and political will in GIP’s beneficiary institutions to continue to influence other state institutions to internalize the Equality law. GIP’s team acknowledged the potential of simultaneously working with both partner institutions, GET and APII, through this approach. GIP emphasized that the CLA approach would help foster collaboration and transparency between the two key institutions, leaving internal capacity to adapt the approach and apply it in other tasks, strengthening both institutions while sharing their experiences and learning from each other’s’ good practices and lessons learned. Involving ISDEMU as a Salvadoran guide to the Equality law that would help the two institutions interpret and adapt the law’s provisions to their own situation also enhanced the collaborative learning process.  As a result of the process, GET, APII, and ISDEMU have strengthened capacity as well as close and ongoing relationships and communication networks that greatly help all of them support El Salvador’s development goals. The CLA approach trained middle and high-level managers of the institutions in CLA and gender equality and generated awareness, endorsement and broad participation at all levels during each step of the process. The approach also facilitated the creation of effective gender units that are transforming the institutions to support equality and non-discrimination. Both GET and APII, through their collaboration with ISDEMU are now models that ISDEMU can use in their attempt to have all state institutions comply with the Equality law. 
	Factors: Several factors contributed to the successful adoption of the CLA approach. First, the institutional commitment of the APII and the GET and the dedication of their work teams who devoted extensive periods of time to the execution of the CLA laid the groundwork for a successful CLA. Second, the leadership of MELI and of the GIP that allowed all actors to feel confident while getting involved, addressing and discussing the issue from their particular realities, ensured that APII and GET participated in all 16 sessions of the CLA process. Third, the participation of qualified public servants, including high-level authorities, was also decisive in the achievement of viable regulations, formulated by broad participation and collaboration. Fourth, the participation of ISDEMU helped the work groups understand the importance of the Equality law and how it could be interpreted at the institutional level. Fifth, the support of managers at the highest level of the organizations contributed to success because they supported the CLA despite the fact that this process was not included in their institutions’ annual operational plans.Likewise, through having interacted in the process, both institutions created synergies that could not have been achieved without this effort.There were also moments of deep reflection. Taking advantage of pause and reflect and the After-Action Review tool provided moments to assess what had been done to adjust for future actions. A challenge often encountered was that of dealing with harmonizing the meeting times, as the GET, the APII, ISDEMU, GIP and MELI had to overcome obstacles in regard to time and place due to the number of participants and their busy schedules. This obstacle was overcome by flexibility in scheduling meetings and by using survey monkey to find times at which everyone was available. As previoulsy stated, some sernior managers felt left out of the process and this obstacle was addressed by purposefully including them in the sessions whenever possible and meeting with them separatley between sessions. Coordinating the work of such a large group working in a new area requires significantly up-front time to assuring cooperation and collaboration and we would recommend any future CLA facilitators spend a lot of time up-front to develop commitment and build close relationships prior to the official launch of the CLA process, especially if this process promises to take place over many months.
	CLA Approach: Several preliminary steps were followed prior to the initiation of the CLA. GIP’s M&E, gender and inclusion, communications, and transparency specialists had participated in both gender and CLA trainings provided by MELI. As a consequence of these trainings, GIP conducted an internal evaluation identifying areas that could be strengthened to improve the IIM, which served as the foundational approach used by GIP with their stakeholder institutions. This resulted in the insertion of gender and inclusion in the ethics dimension of the IIM, meaning that the methodologies and tools used in the technical assistance for GIP’s partners should include the formulation of an equality policy and non-discrimination action plan. Further, MELI conducted a baseline survey of indicators to measure compliance with the regulations regarding access to public information in 13 municipalities of El Salvador and identified requirements for transparency and social oversight at the local level. The baseline found that women were the most vulnerable to threats and reprisals for seeking information through the APII, and that a persistent sexist culture affected women’s public participation. GIP discussed the results of this study with the GET and the APII and agreed to support them with the design and development of two institutional regulations: Bill of Rights with a gender and inclusion approach, and equality and non-discrimination policies and action plans. To comply with the agreement and attain results, the GIP and MELI proposed using the CLA approach for reasons explained elsewhere. The first step in the CLA was the development of a work plan which included 16 CLA sessions over eight months and the creation of work teams comprised of senior authorities, middle-ranking officers and technical staff from both institutions who, according to the planning, met bi-monthly in 3 to 4 hours sessions and worked on deliverables between sessions. During the sessions, they acquired new knowledge needed for the next step and shared results of the with the other organizaitons for feedback. 12 staff from each institution participated in the over 100 hours of dedicated work to develop policies and procedures. This included many hours to discuss, pause and reflect, adapt and spread the knowledge gained to other people in their institutions not directly participating in the process, but considered key for the advancement, validation, documentation and justification of the CLA to those making and executing decisions at the highest levels of management. The CLA process was divided into three overall phases and several steps in each phase. Phase 1 was titled Establishing Gender Norms; Phase 2 was titled Institutional Diagnostic; and Phase 3 was titled Institutional Gender Plan and Policies. Phase 1 included 5 CLA sessions and established the foundation for considering gender equality. During these sessions, the MELI Gender Specialist discussed gender norms, inclusive language, why social inclusion was critical, why CLA was the most suitable approach, and hosted a day-long workshop on the theory of gender, how to include a gender perspective across all domains of the organization, and the meaning in practice of a gender focus. The purpose of this phase was to build gender expertise in the institutions and to develop openness among participants and relationships and networks that would support continuous learning. ISDEMU participated in these sessions to reinforce the knowledge and ensure that gender in the context of El Salvador was taken into consideration. Phase 2 included  6 sessions that taught work teams how to conduct gender and social inclusion diagnostics of their organizations, how to systematize and analyze the information gathered from the diagnostics, and also how to develop a gender policy based on the specific needs identified. These sessions were in depth and required considerable mentoring by GIP and MELI.  Phase 3 included 4 sessions in which the institutions developed their Plans of Action regarding how to institutionalize new policies and procedures. The final session summed up the work of GET and APII and presented their policies, procedures, and plans to move ahead to ISDEMU. Each session served to reinforce external collboration of all institutions and the deliverables that were produced between sessions reinforced internal collaboration within each institution. Work teams internalized the CLA process and developed continual learning practices and adaptive management which they took back to their institutions. An online survey was sent to participants and top management of GET and APII during the process to make sure that everyone was in agreement regarding the effectiveness of the process. Some tensions were discovered through the survey caused by some senior leaders who wanted to be better informed and be in charge of decisions. This feedback led to GIP and MELI to ensure that such senior leaders were more involved in the sessions despite their busy schedules. By the end, these managers were intimately involved in the CLA and practiced adaptive management in their positions.
	Context: Gender inequality is a serious issue in El Salvador that is impeding the country’s development.  In the last 12 years, the gender pay gap in El Salvador increased 12.4%, making it the Central American country most lagging behind in providing economic opportunities for women. Only 46 percent of women participate in the official labor market while 80 percent of men do. Women govern only 27 of the 262 municipalities and there are only 26 women deputies (congresswomen) filling the 84 seats of the Legislative Assembly. Helping to establish gender equality in this environment is hence vitally important so that women can fully participate in El Salvador’s economy and polity. Further, gender equality has not been achieved in state institutions and women’s participation lags behind that of men’s. Few anti-discrimination procedures exist and women have few options for redress when their human rights are violated at work. Although the Law on Equality, Equity and Eradication of Discrimination Against Women was passed in 2011, few state institutions, including the GET and the APII, had taken the necessary actions to establish policies and procedures to achieve equality between women and men. For this reason, the GIP- and MELI-led CLA with GET and the APII was a significant endeavor and served as a model for all other state institutions for how to comply with the law. Changing the organizational and societal culture of GET and APII began with establishing the appropriate legal and administrative framework. The CLA approach employed internal and external collaboration to create the new organizational culture of continuous learning and improvement by bringing together the individuals from many different levels and responsibilities to work collaboratively, something they did not normally do. By collaborating together to develop new policies and procedures, all staff had the opportunity to express themselves and men became more accustomed to having women play a key role in decision-making. Further by collaborating with GIP and MELI in the 16 CLA sessions, the state institutions built close working relationships and networks with the donor organizations and developed mutual communication channels so they could come to an agreement regarding the path toward self-reliance. The IIM methodology also helps build self-reliance because it began with a self-evaluation that made visible institutional conditions in transparency, prevention and punishment of corruption, public ethics, citizen participation, accountability and public efficiency, equity, equality and the respect for human rights of staff as well as of all Salvadorans. The self-evaluation led to a plan of action for building capacity in the above areas and to transforming their culture to mainstream the principles of equality and non-discrimination.
	Impact 2: The CLA contributed to the achievement of development results of the GIP, MELI, GET, APII, and ISDEMU.  GIP is charged with building the capacity of their partner institutions and improving the equality, equity, and transparency of governance in El Salvador. Hence both GET and APII are key local GIP stakeholders. The CLA helped GIP achieve their development goals of ensuring that these institutions support gender equality and equity.  GET and APII also have development goals to improve transparency of governance and to comply with the laws of El Salvador.  They had not yet complied with  the Equality Law and hence the CLA helped them meet this requirement.  ISDEMU’s goal is to ensure that all state and private organizations function to support gender equality and anti-discrimination and hence the CLA helped them achieve this goal. One of MELI’s development goals is to inculcate a culture of adaptive management and gender equality in El Salvador and hence the CLA helped MELI achieve this goal. Both the APII and the GET strengthened their capacities in an area they had not yet developed, and now both institutions have an equality and non-discrimination policy and plan. In addition, both have established and strengthened Institutional Gender Units. Moreover, the GET is harmonizing its internal regulations with the policy. Intra- and Inter-institutional collaboration allowed teamwork as well as better coordination and comprehensive responses for users of the institutions. The same is true for the public servants involved; they have benefited from the application of CLA for effective performance of their duties. Being able to pause and reflect to take improvement actions allowed them to establish new working relationships where trust prevails when requesting support. Also, barriers between personnel and headquarters were eliminated, improving the work environment while promoting a new organizational culture.The creation of the policy and the advancements in its implementation have also generated tangible recognition. Both institutions received from ISDEMU the “Prudencia Ayala” 2019 award for their work in promoting and guaranteeing women’s rights and for their progress and commitment in mainstreaming the gender approach in their programs and actions. On the path towards institutional integrity, both GET and APII institutions have made sound progress in helping El Salvador achieve gender equity, equality and non-discrimination.


