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29-year-old Evelyn Juárez completes heavy 
equipment training course, which was a 
product of external collaboration and internal 
feedback loops. Credit: Eduardo Calix



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?

2. What two CLA Sub-Components are most clearly reflected in your case?



3. HOW: What steps did you take to apply CLA approaches to address the challenge or
opportunity described above?



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



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 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. 


	Blank Page

	Case Title: Unprecedented Targets Require Unprecedented CLA Models 
	Submitter: Craig Davis, PhD & David Medina
	Organization: DAI Global
	Summary: Launched September 2021, Honduras Creando Mi Futuro Aquí (Creating My Future Here) faced high expectations. Designed to engage young people at risk of irregular migration to the United States, Creando was structured around two targets never before seen in Honduras: engage 500,000 youth in the Honduran economy and society, while placing 100,000 of them in jobs or micro-enterprises, enabling them to return to high school or TVET, or graduate school. In the face of these challenges, Creando created a CLA culture that shaped and reshaped implementation around M&E for Learning within a healthy work environment to achieve these targets. In its first month, Creando turned to Mission Resources. One education expert leveraged the relationships and networks acquired through another USAID-DAI education activity to rescue, and return to class, the project's first seven high school dropouts in Week 3. By adapting a prior USAID-DAI grants manual from Somalia, the team secured Creando's Grants Manual's approval in Week 8. That very same week, Creando made its first award to a prior USAID-proven grantee. Other USAID-trained staff used their relationships with another stakeholder to place the first vulnerable youth in employment in Week 9. The Activity also incorporated feedback—brief surveys, grantee consultations, post-event debriefs, and key informant interviews, among others—to improve M&E for Learning. The collective Technical Evidence Base drove decision-making. As a result, Creando exceeded Year I targets and our organizational effectiveness is increasing: whereas almost 1,900 youth found jobs in Year I, more than 7,000 have done so in the first seven and a half months of Year II. 
	Context: Awarded September 30, 2021, the Honduras Creando Mi Futuro Aquí Activity faced unprecedented expectations. Designed to increase the employment of young people at risk of irregular migration to the United States, Creando was structured around two unprecedented targets never seen before in Honduras: engage 500,000 youth productively in the Honduran economy and society while placing 100,000 of them in jobs or micro-enterprises, enabling them to return to high school or Technical and Vocational Education and Training (TVET), or helping them graduate school. In addition to the unparalleled life-of-project targets, expectations for demonstrating immediate results were equally high. First year targets were daunting: Creando had to engage 37,650 young people and assist 5,000 of them in securing employment, returning to school, or completing high school or TVET programs. The project could not afford to conduct “business as usual.” With the school year set to close in a few weeks (November 2021), the team's window to identify high school dropouts and get them back into school, enrolled in summer school camps, and help them earn promotion to the next year, was closing. Simultaneously, Creando needed to issue grants to reliable local grantees that could train and place job seekers in employment not in May or June of 2022, but beginning in December 2021. Creando had no full-time staff, no office, and no established partnerships. If we failed to meet our Year I targets, the remainder of the project was very much at risk. We determined that grants would be the best vehicle for achieving our targets in line with USAID’s demanding schedule. We realized that unprecedented targets required unprecedented Collaboration, Learning, and Adaptation models.
	Dropdown1: [Continuous Learning & Improvement]
	Dropdown2: [Pause & Reflect]
	CLA Approach: For Creando, speed was of the essence. In our first month, we adopted a single-minded focus on a rapid start-up but balanced that with a commitment to three inviolable boundaries: Achieving our promised results, ensuring budget integrity, and establishing a healthy workplace environment. All three required a combination of CLA tenets, especially Continuous Learning & Improvement. 1) Promised Results: The Creando team launched a series of activities based on existing USAID and DAI investments (Mission Resources) to tackle the targets. One education expert leveraged the relationships and networks she had acquired through another USAID-DAI education Activity (Asegurando la Educación) to rescue, and return to class, our first seven high school dropouts in Week 3. By adapting a prior USAID-DAI Grants Manual from Somalia to the Honduran context (Adaptive Management), we secured the manual’s approval in Week 8. That same week, Creando staff awarded the first grant to a proven USAID grantee (Mission Resources), laying the groundwork for a robust job placement mechanism. Other staff used their existing relationship with another stakeholder, which was fostered on a previous USAID project (Empleando Futuros), to place the first vulnerable youth in employment in Week 9. The MEL team provided target updates in the weekly senior management team meetings, monthly staff meetings, and biweekly USAID meetings (M&E for Learning), which allowed management to adapt rapidly. The Activity also incorporated many feedback loops—brief surveys, grantee consultations, post-event debriefs, and key informant interviews, among others—to improve systems (M&E for Learning). The collective Technical Evidence Base and flow of information drove decision-making. Fearing we would not meet our targets, senior management hosted two multi-day pause-and-reflect sessions in the last four months of Year I, in which key technical and operational staff analyzed technical achievements, defined obstacles, and made program adjustments where necessary to ensure success (Adaptive Management). 2) Budget Integrity (Resources): With increased costs due to the supply chain and inflation crisis of 2021, our budget was extremely tight. The Activity utilized partner Asegurando's workspace and laptops (Mission Resources and External Collaboration) for the first several weeks. Instead of moving into a temporary office in Tegucigalpa while remodeling the permanent one, we moved a skeleton staff into the permanent office without air conditioning or internet in Week 7 (Adaptive Management). In San Pedro Sula, the team shared working space with a key stakeholder while the regional office was remodeled (External Collaboration). 3) Healthy Workplace Environment (Culture): Creando transparently admitted to staff that we could not compete with salaries offered by competitors with larger budgets (Openness). What the Activity lacked in remuneration, it made up for in staff recognition, engagement, and professional growth. Because all staff shared one performance objective—achieving the 37,500 and 5,000 youth targets—Grants, MEL, Communications, Operations, and Technical teams were incentivized to communicate, collaborate, and solve problems as a team (Internal Collaboration). In Month 2, senior management committed to establish the healthiest workplace environment in the country; we launched our first (of many) anonymous survey(s) to measure staff wellbeing and the work environment (M&E for Learning). Senior management take staff feedback seriously. We listen, discuss, and make collective decisions to ensure that staff enjoy their evenings, weekends, and vacations—because people who take their off-time for themselves and their families are more efficient and focused when they come back to work. Committees, not individuals, make most decisions (Culture, Adaptive Management, Internal Collaboration). Facilitating these CLA approaches was a dynamic, flexible, yet demanding, partner: USAID. Whether approving grants or the Grants Manual, attending pause-and-reflect sessions, pressing for an Evidence Base, or contributing to feedback loops, USAID was part of the team and the process. 
	Dropdown3: [B. ORGANIZATIONAL EFFECTIVENESS]
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: The Collaborating, Learning, and Adapting models adopted at the project's outset facilitated Creando’s success in Years I and II. In terms of CLA culture, a healthy workplace environment has proven indispensable. Tireless efforts to learn and adapt according to an Evidence Base, M&E data, and feedback loops generated from the team's experiences, interacting with beneficiaries, market procurement, grant execution, planning, succeeding, and sometimes failing, are all CLA tenets that have contributed to our organizational effectiveness. Through anonymous surveys, we continue to learn what we have done well and where we are falling short. In the Western Regional Office, lower scores in 2022 highlighted gaps in Internal Collaboration, Relationships, and Openness. Immediate management adjustments boosted the next survey scores and improved productivity. When scores dropped in Tegucigalpa in 2023, senior management learned that some supervisors were requiring staff to work nights and weekends, and that our joint planning was not collaborative. Without these feedback loops, management may never have learned about the obstacles, which eventually would have hurt morale and productivity. Instead, we adjusted decision-making processes to become more collaborative, learn from best practices in other regions, and find solutions that reduce workloads while achieving targets. In fact, separate feedback loops from the Grants, M&E, and Technical teams recently identified a duplication of verification processes that meant unnecessary work for technical staff and are now being refined to ensure efficiency and accountability. Without the insights from these feedback loops, technical staff would have over-invested thousands of hours over the life of the project, leading to burnout and lower productivity. In short, the CLA models absorbed by Creando staff have proven highly effective. In Year I, we placed fewer than 1,900 youth in employment; in Year II, our organizational effectiveness has grown exponentially, such that in just seven and a half months Creando has applied CLA tools to place more than 7,000 young people in jobs.
	Factors: Our CLA culture faced many obstacles. The budget drafted in 2020, naturally, didn’t take into account the supply chain crisis of 2021 or subsequent inflation in 2022. By their nature, CLA processes and learning identify deficiencies and gaps that, at times, require human or financial resources. Feedback from university interns, for example, revealed the need to invest more in training and cover transportation costs. A need to increase the hours and budget for soft skills training for youth arose from learning acquired during site visits and interactions with grantees. Whereas it is human for supervisors to hope for positive, flattering results from an anonymous survey of the work environment, it takes professional maturity to accept candid feedback in the spirit it was given. We must analyze all feedback objectively and adjust accordingly. When at the end of meetings, for instance, the team asks USAID, “What can we do better?” it is critical that we are prepared to accept constructive criticism, in order to thoughtfully analyze and act upon this feedback. Perhaps the greatest challenge was our own culture of "business as usual." We initially talked a good game of working smarter, not longer hours, for example. But many of us fell into old patterns of working evenings and weekends. We sometimes failed to base decisions on evidence or actively listen to our own staff and other stakeholders. We spoke about joint planning but skipped critical internal consultations that are key to success. At times, we were our own worst enemies. While the responsibility for creating a healthy workplace environment rests not with a few, but with every staff member, the impetus and commitment begin at the top. Senior management must ensure that pause-and-reflect sessions don’t merely discuss needed improvements but that we adopt refinements. And most of all, we must always be willing to learn.


