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Summary:

The Central America Regional Initiative (CARI) is a USAID/OTI program implemented by Creative
Associates International in Guatemala, Honduras and El Salvador that aims to reduce irregular migration
and increase community and institutional resilience. The program supports underserved communities in
response to government neglect and the lack of basic services that diminish the community’ s hope for
the future.

CARI Guatemala is working in the Caserio Pacaman, a rural community in the municipality of Santa
Catarina Palopé in Solola with a population of approximately 90 families, to address services delivery
issues in the areas of potable water, health, and education, in addition to limited economic opportunities
for women and youth. Longstanding neglect by the local and national governments is the primary issue in
Pacaman, CARI Guatemala works with community partners to strengthen their capacity for inclusive
development. The program designed a case study on the impact of its work in Pacaman
(https://express.adobe.com/page/xQhmDgwWYyiUKTr/) as part of the project’ s focus on CLA to apply
learning in iterative programming through analyzing qualitative data on changes in perceptions, behaviors,
and social norms. However, the program faces challenges in transferring CLA to partners, so the program
has focused on orienting partners in CLA as an approach to monitoring and evaluation.

The team also holds frequent Pause and Reflect sessions to critically analyze the activities for aspects
that are functioning well and possible improvements in community engagement. These events include
technical staff from geographic clusters and provide opportunities for evidence-based learning and
analysis of approaches and methodologies across clusters.



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?

CARI Guatemala has interventions in several rural areas of Guatemala and provides a rapid response
platform using small grants mechanisms to implement activities that provide short-term high-impact
response. CARI Guatemala is working in the Caserio Pacaman, a rural community of 90 families in Santa
Catarina Palopd, Solola, which has insufficient access to potable water and limited economic opportunities
for youth and women. Community members have limited access to quality health and basic education
services, due to over 20 years of neglect by the municipal and national governments. In Pacaman, CARI
Guatemala designs and implements interventions that support capacity building for community leadership
institutions. The program co-designs responsive interventions according to community priorities while
facilitating increased engagement of youth and women in decision-making roles to support inclusive
community development. Compared to experiences in other communities, this program observed
significant community commitment and engagement by leaders. Community leaders have been trying to
engage with the municipality for several years but did not get a response until after collaborating with us.
The increased capacity of local organizations in Pacaman has facilitated collaborative work to address the
gap in service delivery and support from the local government. We developed a case study to deepen their
understanding of why programming was more likely to generate anticipated results with a specific focus on
generating trust between rural communities and local government, women’ s leadership and participation
in public life, and documentation of methodologies and learning to adapt program strategy and inform
interventions. The replication is thought of in two ways: 1) The leaders of Pacaman exchange their
experience with other communities and help them strengthen their management, advocacy skills,
capacities to work on a collaborative project; 2) Socialize the lessons learned and the case study among
clusters so that the experience can be transferred to other regions.

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?

CARI Guatemala has interventions in several rural areas of Guatemala and provides a rapid response
platform using small grants mechanisms to implement activities that provide short-term high-impact
response. CARI Guatemala is working in the Caserio Pacaman, a rural community of 90 families in the
municipality of Santa Catarina Palopd, Solola, which has insufficient access to potable water and limited
economic opportunities for youth and women, due to over 20 years of neglect by the municipal and
national governments that have trouble providing consistent support to rural communities. In Pacaman,
CARI Guatemala designs and implements interventions that support capacity building for community
leadership institutions. The program co-designs responsive interventions according to community
priorities while facilitating increased engagement of youth and women in decision-making roles.
Compared to experiences in other communities, the program in Pacaman observed significant
community commitment and engagement by leaders. Community leaders have been trying to engage
with the Santa Catarina Palop6 municipality for several years but did not get a response until after
collaborating with this program. The increased capacity of local organizations in Pacaman has facilitated
collaborative work to address the gap in service delivery and support from the local government. CARI
Guatemala developed a case study to deepen their understanding of why programming was more likely
to generate anticipated results in the context of Pacaman, with a specific focus on generating trust
between rural communities and local government, women’ s leadership and participation in public life,
collaborative community development and advocacy, and documentation of methodologies and learning
to adapt program strategy and inform interventions in other communities.

The replication of this model is thought of in two ways: 1) That the leaders of Pacaman exchange their
experience with other community structures in nearby communities and help them strengthen their
management and advocacy skills and capacities to work on a collaborative project; and, 2) Socialize the
lessons learned and the case study among clusters so that the experience can be transferred to other
regions and evaluate if any of the activities can test this work and collaboration methodology. CARI
Guatemala monitoring and evaluation approach focuses on identifying and applying the learning and
knowledge that emerges through the implementation of short-term activities in communities by capturing
qualitative data measuring changes in perceptions, behaviors, and social norms. The program collects
this data for analysis at three levels: activity, geographic cluster, and program to support adaptive and
evidenced-based implementation strategy. This stratified data analysis also helps staff identify progress
and adjust the program's strategic framework, collaboration with stakeholders through co-creation
processes, which are the basis of its development localization approach. CARI Guatemala has monthly
Pause and Reflects with the technical teams from all the geographic clusters and project leadership, a
separate monthly event for the MEL team, and a quarterly event for the technical and operations teams
together to address implementation challenges and solutions. In the context of CARI Guatemala’ s
programming in Pacaman, the first step was building trust with the community through joint
implementation of initial activities to establish the program’ s credibility as a partner. After building trust
the program leveraged the window of opportunity in a recent change of local authorities to support their
onboarding through trainings on planning, management, and advocacy, engaging new local leaders in a
collaborative learning-by-doing methodology. The program did a two-phase process: a) Desk research
to identify all the relevant activities and gather information from the OTI WBDB, deliverables, partner
planning meeting notes, and identifying potential elements that reinforced collective agency; b)
Site-based research to develop three focus groups, conduct nine key informant interviews, and
recording eight testimonials from community members and key informants.



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

A. DEVELOPM ENT RESULTS B

The use of a CLA approach has significantly impacted timely and targeted results. USAID/OTI has a
rapid response mechanism that allows for adaptive and integrated learning as a part of the day-to-day.
As evidenced by the cluster narratives, which are updated quarterly in a pause and reflect session, each
cluster can develop new activities that analyze the ever-changing context and socio-cultural dynamics in
each community.

Integrating CLA has given the team confidence as there is a flexible dynamic and a certain acceptance
of "error." This also makes it possible to identify valuable lessons learned about what does not work in
the communities. The CLA framework has generated confidence among partners, beneficiaries, and key
stakeholders, as they communicate challenges, progress and achievements and recognize the
importance of identifying lessons learned to adapt ongoing interventions or future approaches. They can
participate in the co-creation of activities, actively collaborate with the team, and expose what works in
their context. Most importantly, the collaborative nature of the Pause, Reflection and Adaptation sessions
generate cohesion in the team by creating an open space as well as provide and are an opportunity for
the MEL team to reinforce the importance of CLA in the program cycle.



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?

The program schedule of regular pause and reflect events for various subsets of the full project team in
addition to the whole team is a key enabling condition for the CARI Guatemala learning approach and
facilitating adaptive management of technical and operations strategies. CARI Guatemala’
community-focused localization approach and focus on understanding community dynamics is another
enabling condition. In the case of Pacaman, community members identified the positive relationship with
CARI Guatemala during the case study discussions. Community members felt heard by project staff and
that programming was responsive to their priorities through co-creation. CARI Guatemala has observed
results in Pacaman that can be attributed to the program’ s interventions, despite having only worked in the
community for a short period of time. Community members noted that collaboration with CARI Guatemala is
not like previous extractive processes where an organization arrives to a community and does not follow
through on its commitments. Interviewees were particularly impressed by the program’ s continuous
communications strategy, site visits, and effort to understand community dynamics and opportunities to
leverage collaboration between different community institutions when designing interventions. During a
lessons-learned workshop at the end of the activity various community stakeholders participated to
document lessons learned for consideration when developing future activities and proposals in their
communities. CARI Guatemala’ s culture of active listening, collaboration, and flexibility is a key enabling
condition. The entire program team has a role in monitoring and learning processes and documentation of
challenges, lessons learned, and results, including context-specific details. CARI Guatemala adopted the
CLA approach because OTI creates the space for learning from the first stage of program design through
closeout. One of the main challenges is transferring this approach to partners, so USAID/OTI hosts
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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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