
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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
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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: Catherine González, Lina Jaramillo & Juan Niño
	Organization: PACT/ABA ROLI/Freedom H./Internews
	Caption: Index socialization led by CCD team addresed the RIOS network, an initiative of local CSOs in Colombia working on migration issues. Credit: CCD communications team
	Case Title: Citizen security and social integration index in Colombia: from measurement to collaboration 
	Summary: The unprecedented migration from Venezuela compounded by the country's political turmoil and socio-economic instability has been internationally recognized as one of the world's most recent and largest humanitarian crisis. Since 2015, more than 6 million migrants have left Venezuela and sought refuge in neighboring countries such as Colombia, in search of socioeconomic opportunities and protection of their fundamental rights. According to the United Nations High Commissioner for Refugees (UNHCR) the majority of Venezuelan migrants seeking refuge in neighboring countries are families with children, pregnant women, elderly persons and persons with disabilities. Because they lack identification, they are forced to enter Colombia through irregular routes to reach a safe destination, while risking falling victims to smugglers, criminal organizations and trafficking in persons (TIP)networks.
Under these circumstances, Conectando Caminos por los Derechos (CCD) Activity, financed under USAID's Human Rights Support Mechanism (HRSM) and implemented by Pact, the American Bar Association Rule of Law Initiative (ABA ROLI), Freedom House, and Internews, developed a programmatic tool aimed to measure citizen security based on a comprehensive human rights approach, which we call the Citizen Security and Social Integration Index (CSSII). Using a CLA approach, this tool adapts to the challenges in Colombia's migration context and policy, to become an asset for advocacy and support to the Colombian's government by collaborating and learning with the Activity's extensive partner network (social, private and institutional actors).



	Impact: As noted above, USAID's CLA approach succeeded in contributing to the Index design and results from the onset, by enabling the team and the activities planned throughout the project cycle to adapt to changes in migration policy, gather feedback from implementation to build useful information that can nourish feed into the Index, and coordinate with a wide network of partners throughout the country to generate impact.

The three following examples explain how the CLA approach contributed not only to the Index design but also to improve the outcomes of the Activity measures: 
1) Organizational culture (continuous learning and improvement): since its creation, the Index and its dimensions (governance, social inclusion and community cohesion) provided inputs for the creation of internal and external pause and reflect spaces for CCD, to encourage dialogue around the concept of citizen security. 
2) Continuous learning approach: for CCD, the design would not have been possible without considering different methodologies and know-how of different partners. In the first year of implementation, the Index was frequently adjusted based to recommendations made by social, private, and governmental actors at the national and regional levels, thus producing a tool to measure citizen security using a holistic human rights approach. 
3) Adaptation is critical considering that the national context is deeply dynamic due to political, security and social conditions. Thus, to provide adequate responses tailored to priority municipal circumstances, CCD used a rapid response mechanism to implement a wide variety of complementary tools, including the analytical frameworks, rapid context assessments, as well as to implement initiatives that address migrant's needs within a constantly changing operational context.


	Why: 
The CLA approach was embedded in the CSSII from the onset in order to incorporate changes in national migration policy. Given the CSSII's conceptual basis of citizen security, inclusion and social integration, CLA was necessary to make sure CCD actively and purposefully collaborated with a wide range of project partners to gather data, considering that significant institutional information and data gaps regarding the migration context. As a result, the CLA approach helped this measurement tool to evolve into an index that can be used beyond a simple project management and measurement asset, into an advocacy and information instrument. So much so, that the Colombian National Planning Department (DNP) is interested in merging their multi-dimensional index with the CSSII.

CCD coverage spans three regional corridors (north, center and south), with nine priority metropolitan areas where the highest number of migrant populations reside. Likewise, to operate and ensure nationwide impact, CCD successfully established a network with 53 partners, among government institutions, private sector actors and civil society organizations, to advance the Activity's four objectives: 1) preventing human rights violations; 2) strengthening human rights protection systems; 3) responding to human rights violations and 4) providing rapid respond to emerging issues from the mixed migration flows. Thus, USAID’s collaborative approach played a significant role in determining which data to gather for the index, based on the activities carried out by different local partners, since they are not only the primary source of information, but they are also able to provide constant feedback tailored to the social, economic and population characteristics of priority municipalities.  



	Factors: One of the main challenges faced during the Index development was to design a reliable data collection mechanism, through the implementation of pre- and post-surveys to measure the impact of program outcomes. First, it was necessary to design specific questions for each thematic program area such as gender-based violence, TIP, xenophobia, vulnerable populations and access to services. It was also challenging to set up a reporting mechanism for all partners and grantees to upload information required to feed the Index's indicators. To solve these difficulties, CCD's monitoring, evaluation and learning (MEL) team trained program staff and partners to fill information gaps in the data recording process, increasing their confidence in the use of this tool. 

In addition, based on CCD's regional scope, it has been challenging to document and implement a similar number of activities in all program municipalities, given the different regional characteristics. Nonetheless, thanks to a unique decision-making approach used during the strategic planning process each year, it has been possible to identify strategic actions that could generate impact and feed the Index according to the needs of each region. 


	CLA Approach: The internal and external collaboration is positioned as a key factor in enhancing the index data. Internal collaboration is achieved by collecting pre and post-surveys of activities carried out by CCD and its partners, as well as information obtained by program teams from official sources. External collaboration is achieved by gathering information using methodologies designed by different partners, which allows for triangulation and complements data previously collected by CCD.  The external collaboration has led the program to overcome critical information gaps, since governmental entities either lack information or the available data is stored with different parameters. Hence, external collaboration has been positioned as a primary data source since the Activity assembles information directly from the learnings and impacts obtained in the different regions where it operates. 

Since startup, CCD identified opportunities to involve local stakeholders to contribute data using the CSSII design, and to advocate for collecting more data as inputs for the index. To this end, the Activity presented the CSSII to the National Planning Department (DNP) and also identified collaboration opportunities between the CSSII and their Multidimensional Index for Socio-economic Integration (IMI), which is being developed by the DNP’s Migration Observatory and the Inter-American Development Bank. The IMI seeks to measure migrants’ social and economic integration throughout the country, by analyzing four main dimensions: 1) access to services, 2) socioeconomic inclusion, 3) cultural integration and participation, and 4) migration management. However, this measurement instrument currently provides only aggregate data by department, and its primary information sources are administrative records and demographic statics obtained by National Statistics Department (DANE). Therefore, together with the DNP, CCD has identified that the CSSII has great potential to obtain a more local and deeper understanding of variables associated with social integration, by collecting data from primary sources such as migrant and receptor communities. In addition, The first IMI measurement registered a national score of 5.5 ( where 1 is the lowest score, and 10 highest score) while the CSSII measurement was 0.51 reflecting how accurate this tool is in comparison to a national measurement and public policy instrument. 

The CSSII design has such great potential, that Pact, one of CCD's implementing partners, was invited to present the instrument at the 2021 American Evaluation Association’s Global Evaluation Conference (EVAL21), where CCD explained the CSSII methodology, its scope and approach, focusing on how to improve understanding and re-defining complex concepts such as citizen security and social integration in the migration context and beyond. This experience was also featured in USAID’s Learning Lab blog so that it can be widely accessed by the USAID MEL community.

The CSSII therefore has great potential to improve and reinforce the Colombian government’s data analysis capacity for policy design and decision-making on migration management and social inclusion, which is a considered a significant achievement. In recognition of this potential CCD has deepened its collaboration agenda with local and national partners to engage them in the data collection process and appropriation.



	Context: 
Since 2015, more than 6 million migrants have fled Venezuela's humanitarian crisis and seeking refuge in neighboring countries including Colombia, Ecuador, Peru and Chile. To date, Colombian migration authorities have registered 2,064,965 Venezuelan migrants in the country, making it the first receptor country in the region. Furthermore, almost 1.9 million persons had pre-registered in May for the Temporary Protection Status and more than 700,000 had already received their Temporary Protection Permit. 

Under this context, CCD Activity, seeks to improve citizen security, community cohesion, and social integration in migrant receptor communities by strengthening the local systems of prevention, protection, and response to human rights violations against migrants. Tailored on a theory of change (TOC) and designed with a human-centered perspective, the Activity’s impact deviates from the traditional concept of citizen security by identifying trust as the key element to understanding the links between citizen security and social cohesion.

After six years of the humanitarian crisis, in 2021 the Colombian government's migration policy towards Venezuela shifted from an exclusive migration and national security focus to a socioeconomic integration approach through the  approval of the first comprehensive migration law, aimed at regularizing Venezuelan migrants' status in the country and thus guaranteeing them access to health, employment and education. This policy shift opened many possibilities for CCD and its TOC approach from a human rights perspective, leading to the design of the Citizen Security and Social Integration Index (CSSII). It also made the Index all the more relevant because it measures the level of trust between migrants, host communities, and public officials to enhance social integration, while preventing human rights violations against migrant populations throughout the country. 


	Impact 2: The index scores range from 0 to 1, where 0 is the lowest score, and 1 is the best possible score. As of October 2021, the result of the national score was 0.50, measured through context data provided by official and external sources. This means that among priority municipalities, citizen security and social integration are at a midpoint, which may be explained by the significant policy and legal changes that occurred during the last year and the local government and civil society response to those new migration policies.
The CSSII registered a second score of 0.51 based on information collected through pre-and post-surveys. This score explains how CCD implementation has contributed one point (0.10) compared to the national score (0.50), materializing the impacts of the actions carried out by the Activity through its collaboration with other partners and through coordinated Index feedback and learning processes.
 
CCD has succeeded in designing a measurement instrument adjusted to different components of the CLA approach: 1) Learning: from the start, the Index design was submitted to learning processes nurtured by feedback from activities carried out with local networks, CSOs, and government institutions; 2) Adaptive: the Index's ability to move from a project measurement tool to an information asset for Colombia’s National Planning Department (DNP) and the Colombian government's policy results measurement; 3) Collaborate: internally and externally with and between 53 program partners, which was crucial to establish a reliable information gathering mechanism based on implementation results.
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