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In 2019, Washington informed USAID/Jamaica that funding for crime and security programming would
need to be better aligned with the new Caribbean Basin Security Initiative (CBSI) framework. This meant
current programming would be discontinued at the end of the fiscal year and a new approach would have
to be implemented.

When USAID/Jamaica held typical partners meetings to inform their stakeholders, the news was met with
resistance and opposition. Mission staff tried a new tactic. They upgraded the usual form of knowledge
management—in which USAID distills knowledge and then shares it with stakeholders—to experiential
knowledge sharing. They reached out to USAID/Mexico to create a study tour, taking a group of
Jamaican crime and violence prevention stakeholders to meet and learn from counterparts in Mexico.

The bus that transported the Jamaican study group to sites across Mexico became a vehicle for
collaboration. Participants of the group talked more—and more meaningfully—during this one week, than
they had in years of working on these issues, often in parallel. The time spent sitting next to each other,
reconvening after an inspirational meeting while traveling to another location, created an opportunity to
connect and learn from each other.

The synergies built among this study group lasted even when COVID-19 restrictions significantly slowed
the rollout and adoption of the new approach. The personal relationships that the teams developed were
sustained through a WhatsApp group. This kept the organizations of this network connected, and allowed
them to implement in a coordinated and effective way.



1. WHAT: What is the general context in which the case takes place? What organizational or

development challenge(s) or opportunities prompted you to collaborate, learn, and/or
adapt?

In 2019, Washington stakeholders of CBSI informed USAID/Jamaica there were new requirements to
receive funding, and current programming did not meet these new parameters. This meant USAID/Jamaica
needed to quickly pivot programming. Up to this moment, USAID/Jamaica’s activities had focused on
working with youth living in poor and volatile communities. Now activities would need to focus on crime and
violence prevention, which meant working on “rehabilitating” youth who previously had been in trouble with
the law, or were at-risk of being so. This was a new population of youth from those who were currently
participating in programming. These youth needed more intensive support.

As with all activities, USAID does not work alone, but in consortium with local and national government
institutions, civil society organizations, and private sector entities. USAID/Jamaica needed to bring all of
these groups on board to make the aforementioned change. USAID began by engaging with stakeholders
individually and as a group for a series of meetings, during which USAID presented the change in
programming, and findings from other countries that identified what activities resulted in a reduction of
crime and violence. Meetings filled with data and examples were not enough. USAID’s efforts to have
partners adopt new approaches—particularly, the public health model of crime and violence prevention—
were met with resistance. Stakeholders noted: Jamaica is different from these other countries.

As the meetings ended, the USAID team worried misunderstanding about and opposition toward the new
approach was forming. Current programming would be discontinued and USAID could lose trust among
their stakeholders. To save this work, a more intentional, collaborative learning process was needed.

2. What two CLA Sub-Components are most clearly reflected in your case?
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3. HOW: What steps did you take to apply CLA approaches to address the challenge or
opportunity described above?

When USAID decided to shift programming, USAID needed its partners to implement the shift. But
partners had low knowledge of what this new type of programming was, and high skepticism it was the
right approach. It would take a transformative learning experience and meaningful collaboration among
external partners to adapt how crime and violence-prevention work was implemented in Jamaica.

USAID/Jamaica looked to USAID/Mexico to learn from their leadership in this sector. Together, the two
Missions devised an active form of knowledge sharing: they created a learning experience for key
stakeholders in Jamaica to gain knowledge directly from sources in Mexico who reflected the roles of
each of Jamaica'’s stakeholders. USAID/Jamaica formed a youth crime and violence prevention study
group, consisting of: members from national government institutions, including the technical director of
the Ministry of National Security (MNS), the safety and security director of the Ministry of Education and
Youth (MOEY), and members of the Planning Institute of Jamaica (P10J); representatives from local
government divisions; civil society organizations; private sector entities; the Chief of Party and technical
staff from the current youth activity; and staff from USAID/Jamaica's Office of Citizen Security. In
November 2019, the group traveled to Mexico and met with USAID/Mexico staff and key stakeholders in
their crime and violence prevention activities. The study group learned of USAID/Mexico's experiences
and technical approaches. Meeting with Mexican authorities and practitioners—the study group’s own
counterparts—the group began to tangibly see how they could deliver such programming in Jamaica.

The bus that transported the study group to sites across Mexico became a space for pause and reflect
discussions about what had been learned, and for assessment about the relevance and utility of new
learnings in the USAID/Jamaica context. These conversations evolved throughout the trip, echoing how
thinking was beginning to shift among study group members. Government officials started to recognize
their role of creating and maintaining the enabling environment as a primary means of preventing crime.
They also recognized that a large gap of support remained for those youth who commit crimes or are
at-risk to commit crimes, and that this space could be filled by work from CSOs and private sector
partners. Relationships were strengthening; a close network was forming.

As these synergies emerged, the study group met with a group of youth and their families who were
participating in one of USAID/Mexico’s activities. Youth shared their stories about their pasts, including
candid descriptions of their previous criminal activities. They shared how participating in this program
changed their lives, how they became aware of how their actions affected their families, and how
different their lives are now. One mother shared a heart-rending story of the pain caused by her son's
past, his eventual redemption, and the subsequent repair of their relationship, which she credited to his
participation in this activity. In this room in Mexico, the study group members saw Jamaica's youth.
Skeptics turned into champions, willing to collaborate to implement this new approach in Jamaica.

As the study tour ended, USAID staff reflected back to the initial partner meetings. They could have
considered those meetings as sufficient socialization, let current programming discontinue, and expect
partners to meet the new standards if they wanted more funding. But the loss of trust would have
devastated programming. Instead, the team reached out to another Mission for guidance and support,
leaned into the principles of CLA, looked to beneficiary experiences with respect, and brought their
stakeholders together to tackle this challenging work.



4. RESULTS: Choose one of the following questions to answer.

We know you may have answers in mind for both questions; However please choose one to highlight as part of this
case story

B. ORGANIZATIONAL EFFECTIVENESS

By the end of the study tour the bus was filled with a boisterous dialogue about how “we can get more
joined up” to make this work. The MNS Director discussed how her team had developed a risk
assessment tool; and how, instead of building a separate one, USAID partners could inform and use this
common tool and its shared definitions. CSOs and private sector representatives discussed how they
could team up and complement each other’s programming. As USAID staff watched these connections
take place, they saw the long-time gaps of support to youth begin to close.

The new working relationships and zeal for trying these new approaches were immediately put to the test.
The PIOJ received an in-kind grant from USAID’s IP to implement two activities. The PIOJ partnered with
CSOs, the private sector, parish offices, and local community leaders to deliver wrap-around services to
at-risk youth in Montego Bay. Before work planning ended, COVID-19 restrictions began. These
restrictions had a great effect on the work, which necessitated high-contact and personal interactions.
However, the study group’s WhatsApp remained active, and the energetic conversations from the bus
continued. Three years later these groups are still working together in close collaboration.

This is a stark contrast from how these stakeholders interacted before the study tour. While many people
in the study group were familiar with each other, the level of interaction was often superficial, even though
they had been working on various aspects of crime and violence issues for years. For example, the MNS
didn’t have close connections to some of the organizations that were working on crime prevention; as a
national institution, they were disconnected from the work that occurred on such a local level. Now
members of this group were calling each other to check-in and seek input about their work.



5. 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?

It took a lot of resources to plan and implement a successful study tour, not only from USAID/Jamaica, but
also from USAID/Mexico staff who were paramount to ensuring the study tour was filled with valuable
knowledge sharing. The return on the investment was well worth the cost. The intentionality from the USAID
teams focused on creating the enabling conditions for meaningful collaboration and an enriching learning
experience. Once these conditions were set, the strengthened relationships and network arose organically.
The bus serving as a space for pause and reflect discussions was a happy surprise, and it too arose
because of the enabling conditions set by both USAID/Jamaica and USAID/Mexico.

Maintaining close collaboration among the organizations, beyond the individuals who participated on the
study tour, requires ongoing strategic design decisions. The organizations working in priority communities to
prevent crime and violence are small organizations, often with their own niche areas of expertise, and there
is not a lot of government funding available. Most organizations don’t have the funding to do all that is
needed. Often, they have barely enough to do what they want to do. This creates an instinct to protect
budgets and “programming turf.” To alleviate this pressure and build a structure conducive to collaboration,
USAID’s implementing partner learned to draft RFAs and RFPs that include “collaboration” as a heavily
weighted selection factor, and to facilitate co-creation workshops. For its part, USAID devised a way to offer
collaborative grants so each organization could maintain control over their own budget and funding. Putting
in place these structures was critical to sustaining collaboration among these groups throughout
implementation. Such collaboration, in turn, resulted in the program’s ability to deliver more comprehensive
services to youth.

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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