
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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?

7.Was your CLA approach prompted by a response to the COVID-19 pandemic? If so, how?

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.  

https://www.usaid.gov/selfreliance

	Case Title: 

	Submitter: Sergio Rivas, Sue Ellen Chávez and Dun Grover
	Organization: ACDI/VOCA
	Caption: Restaurant adopts biosecurity protocols to establish take-out services under the intelligent reopening process. Credit: ACDI/VOCA
	Case Title: CLA to mobilize a collective adaptive response to COVID-19, Hurricanes Eta & Iota
	Image_af_image: 
	Summary: COVID-19 followed by Hurricanes Eta and Iota created a humanitarian and economic crisis in Honduras in which the scale of the damage and economic loss far exceeded the resources of USAID/Honduras to fully address directly. Yet the achievement of USAID/Honduras’ development goals depends on the recovery of the economy to recuperate lost jobs and household incomes. This context has reinforced the urgency of not acting alone, but rather embracing CLA to act agilely and flexibly in mobilizing local systems to respond to these crises. For the USAID/Honduras Transforming Market Systems (TMS) Activity, an intentional, well-resourced, and systematic CLA approach, with an emphasis on building trust and a culture of openness with its partners, allowed TMS to effectively play the role of a convener and broker to mobilize a more coordinated public and private response to these crises. This collective response has resulted in 1,283 hotel workers who benefited from financial relief, 5,832 employees who received workforce training in in biosecurity protocols, 748 enterprises that adopted e-commerce and new distribution models, and 450 tourism enterprises that directly re-hired and/or maintained at least 2,466 employees through this extended crisis as a result of an “intelligent reopening” process.
	Impact: It is difficult to establish a counter-factual as CLA has been integrated into TMS from the beginning. Most TMS staff relate their experiences to their prior work “I have worked previously with other NGOs that already had their goal, their specific way of working. They end up pushing their own way of working that just does not adapt to the environment. I think that we [TMS] have the flexibility to work with beneficiaries and partners to understand their problems and what they are going through. This is the most valuable thing and is going to take us to our main goal – systemic change.” The most evident before and after TMS’s CLA efforts are the observable changes in CLA practices among our partners and with other local organizations – “Now we [TMS and partners] have grasped CLA’s impact on partnerships, partners are adding these CLA activities to their own work. They are listening to stakeholders, conducting surveys, holding Pause and Reflect sessions, etc.” One measure for how CLA is changing the degree of collaboration in the system is the number of collaborative alliances created or strengthened between Honduran organizations as a result of TMS assistance. Since 2018, we have facilitated 169 alliances between 142 public institutions and private organizations with 71% of these alliances considered to have had significant contribution to their organizations’ performance. 
	Why: In the rapidly changing and volatile context following each of these crises, the TMS team recognized that it had to adapt quickly. In the prior year, TMS had completed scenario planning identifying different risk scenarios which focused on political crises and ongoing funding suspensions. However, the unforeseen disruptions of these three crises required a different CLA approach that was more agile and flexible given the ambiguity and uncertainty of the current situation. Supporting the decision process for how to respond required consulting with stakeholders, quickly gathering data, identify how current interventions could be modified, and fast-tracking the co-creation of a new set of response actions.These were CLA challenges for which USAID/Honduras and TMS were prepared. CLA has been a guiding principle for TMS from the start, embedded in the contract as well as its day-to-day, operational routines as an understood requirement to address the complex and ambitious development challenge it faced.  More than a vague commitment, a process review of TMS identified CLA as intentional, well-resourced, and systematic, with TMS implementing 96% (27/28) actions defined in its CLA Plan.While this CLA case is not about when things “go to plan,” we find that many of the processes, culture, and resources behind “routine” CLA make a real difference in a crisis context. At the same time, to note, it does not take a crisis to adapt. CLA can also improve based on internal learning. The process review mentioned identified eight recommendations to improve CLA that were put into practice by TMS.
	Lessons Learned: The COVID-19 crisis has reinforced the urgency of not acting alone, but rather to embrace CLA to be more effective at mobilizing local systems to respond to a crisis. The most evident shift pre- and post-COVID-19 is the increased emphasis on trying to remove obstacles for our partners to better collaborate, learn, and adapt.  Each of the responses to the crisis - a survey, a training, a workshop – could have been easily managed by the Activity alone, but with significantly less scale of impact. This case provides evidence of the benefits of CLA to leveraging the system to respond effectively to a crisis, rather than us (donors, NGOs) trying to solve it ourselves. Our decision to engage with public and private sector from the start with data collection helped to secure their buy-in to the ultimate results, which in turn had an important contribution to the passage of laws. The decision to jointly develop and openly disseminate biosecurity training meant the entire tourism industry could benefit, which is expected to facilitate a quicker recovery. While CLA did not emerge as a TMS response to the pandemic, the trust and culture of openness built incrementally with partners because of CLA generated a broad reputation and goodwill that allowed TMS to play the role of convener and broker to mobilize a collective response. The crisis has since reinforced the importance of investing in that culture of openness and the need to build the capacity of local organizations to be similar able to mobilize collective change in the system.
	Factors: Even the most intentional and well-resourced CLA systems run into roadblocks when issues of trust, culture, and openness stand-in the way of effective collaboration, learning and adaptation. One of the main obstacles TMS observed with respect to CLA is how to nurture openness and team culture across TMS teams and partners. In its CLA process review, 7 of 9 TMS staff identified overall team culture as okay – some aspects are good, others need improvement. In the words of a staff - “We are not open to sharing or being critical. We need to improve internal trust and collaboration.”TMS has found that issues of trust and openness, which are critical to the creativity and innovation needed in the context of a crisis, extend beyond the team to our partners and the market system. In the market system, for example, trust is the principal determinant of collaboration between organizations, as measured by Honduras TMS’s 2020 Market Systems Diagnostic. The private sector has high levels of distrust of the government and public sector which in turn undermines public-private collaboration. When TMS assessed trust within its own partnerships, we not only found trust as one of the most critical factors to an effective partnership, but that more open partnerships were those partnerships where effective communication was happening - “I think I communicate with TMS from Monday to Sunday three to a hundred times…it is a relationship of openness and trust.”TMS has since shifted to focus on more deliberate efforts to support a stronger culture of trust and openness. Internally within its team, TMS has instituted work style self-assessments to improve communication skills and reinforced more intentionally a culture of openness through its leadership. Across partners, TMS monitors more regularly for partnerships relationship quality on metrics including trust and openness. Throughout the broader market system, TMS is launching a leadership course for local organizations to build their capacity to lead internal change processes and develop organizational culture for more effective CLA.
	CLA Approach: When the COVID-19 crisis hit and a government mandated lock-down went into effect, there was not a long time for deliberation. The TMS team huddled virtually on a Sunday after consulting with partners to identify a response plan. What the team immediately learned was that public, private and NGO actors were scrambling to react to the crisis in a fog of information. Consulting with our partners, we agreed it was necessary to reduce uncertainty by getting more data. Through our relationships with local actors, TMS was able to mobilize 24 business chambers, the main public local university and two government institutions to do a joint survey, allowing each to collect the data they needed, while reducing the burden of multiple surveys on respondents. In 8 calendar days, the first survey collected 1,178 responses and within a week the results were published.TMS partners the Honduran Institute of Tourism and the National Chamber of Tourism presented key findings from the study including the disproportionate effects of the COVID-19 crisis on the tourism sector to the President of Honduras and his economic cabinet, which led to the passage of an amendment to Law 33-2020 “Productive Sector and Workers Aid in the Face of the Effects of the Pandemic Caused by COVID-19” enacted on May 4th to include tourism enterprises which were originally omitted in legislation. This rapid response was facilitated by pre-crisis work done by TMS with these tourism institutions to develop crisis management protocols to prepare for unexpected shocks. The tourism roundtable was the first to be activated in the crisis after which another four sectoral or thematic tables emerged to streamline public-private coordination and communication to the crisis.The data showed the need for TMS to adapt its programming. As TMS’s front-line implementation is entirely through public and private partners, this was not an obviously straightforward task. TMS technical liaisons each held Pause and Reflects with partners to revise activities and schedules. The barriers to adaptation however did not prove that large, as TMS used flexible contract mechanisms to make crisis modifications to existing agreements and co-create emergency response interventions with rapid authorizations by the COR. This allowed TMS partners to quickly pivot to assist struggling Honduran businesses in areas of e-commerce, bio-security training and business support.As the crisis dragged on, the need for more information was evident to assess both progress towards recovery and the effectiveness of TMS and public and private response actions. A second business resilience survey was co-conducted with partners in June 2020, this time with 1,330 respondents. Barrier analysis questions identified a lack of knowledge and sufficient workforce training on biosecurity protocols. A corresponding financing study done with tourism partners called attention to the dire financial situation of the tourism sector and the urgent need of government support.TMS and the Tourism Table partners together researched, wrote, and developed Biosecurity Protocols and with the National Institute of Vocational Training delivered on-line trainings to tourism enterprises directly reaching 5,832 individuals. In coordination with the Health Regulation Agency and the Secretary of Labor and Social Security, TMS and partners facilitated biosecurity assessment and trainings for an “intelligent reopening” that benefited 450 tourism enterprises. In coordination with the NGO Goal, TMS partners supported the transfer of biosecurity training materials to the Guatemalan tourism industry. 
	Context: COVID-19 followed by Hurricanes Eta and Iota have created a humanitarian and economic crisis that has affected more than half the Honduran population. Experts place the damage of Eta and Iota between $1 and $3 billion with estimated $450 million in infrastructure needs.  These three crises have plunged Honduras into a deep recession with estimated cumulative loss of GDP between 9 and 15%. 210,000 (or 11%) Hondurans lost salaried jobs with many remaining unemployed while tens of thousands have resorted to precarious, self-employed work to make ends meet. National data sources show 51.6% of Honduran households experienced a decrease in household incomes. The scale of the damage and economic loss far exceed the scale or resources of any government or donor to fully address directly. Yet achievement of USAID/Honduras development goals depends on the economy bouncing-back.The CLA challenge at hand was not only to pivot an Activity, but how to mobilize a collective adaptive response across our partners and other local organizations to have a significant impact on the immediate recovery and future resilience of the Honduran economy. Oftentimes, we think of CLA in terms of what we do individually as an organization. But the reality is that our success is highly interdependent on the actions of so many other actors and factors we cannot directly control. This case study is about trying to broadly influence the system through CLA practices in order to have an out-sized impact on a crisis that threatens to undo a decade of development progress and has led to a surge in outmigration to the United States.
	Impact 2: The implementation of the tourism amendment to the Honduras COVID-19 relief package provided financial relief to 1,283 hotel workers who suffered financial hardship due to suspension of their job, which has lessened the impact of the pandemic on Honduran households. 5,832 workers received direct assistance through workforce training on biosecurity protocols. Participants benefiting indirectly from workforce training are harder to measure, as training courses and protocols have been made openly available through the National Vocational Institute’s on-line training platform. A third business resilience survey conducted in November 2020 found that an estimated 83% of the Honduran tourism workforce had received biosecurity training during the last year. Honduran tourism enterprises that received workforce training services for their employees qualified these services as having the most significant contribution of any service used by their enterprise in 2020 to their recovery from the crisis.  The “intelligent re-opening” of tourism enterprises that adopted biosecurity protocols has helped enterprises directly re-hire and/or maintain at least 2,466 employees. As tourism enterprises have pivoted to the crisis, the assistance provided by TMS and partners in areas of e-commerce and business advisory has helped more than 748 enterprises adopt e-commerce and implement new distribution models to sell their products and services on-line. 70% of enterprises adopting e-commerce have identified these changes as very significant to their recovery.


