
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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: Shekita Walcott, Juliet Solomon, Miguel Trim
	Organization: USAID/UNDP Barbados and the EC
	Caption: Participants completed a Regional Crime Analysis Training at USAID/UNDP Workshop held in Barbados. Credit: UNDP/Barbados
	Case Title: Citizen Security:CLA to Strengthen Evidence Based Decision Making in the Caribbean.
	Image_af_image: 
	Summary: Crime, and its resulting violence, is a multidimensional issue that plagues all societies even the seemingly idyllic shores of the Caribbean. When you consider youth involvement in crime, another layer of complexity is added which is not easily remedied. It was realized that the failure of public policies to address youth crime and violence has been largely due to a lack of standardized, disaggregated data with which to understand the dimension of the problem and monitor interventions. To address this lack of informed policymaking, USAID collaborated with UNDP to create the Strengthening Evidence Based Decision Making for Citizen Security in the Caribbean (CariSECURE) project in 2016 to target 8 Caribbean Countries.  This multi-country intervention required an intense collaboration, learning and adaptation (CLA) approach to address the organizational and developmental challenges the project faced. However, even though CLA was not intentionally embedded in CariSECURE’s design, the CLA approach was adopted and was crucial to achieving the project’s intended outcomes. Key subcomponents such as: Knowledge Management, Adaptive Management, Collaboration and Pause and Reflect to name a few, proved to be beneficial to the project’s long-term goals which are categorized in 3 outputs:Output 1: Standardized and disaggregated crime data reporting within and among national authorities to foster the reliance on valid, reliable, and comparable data on citizen security. Output 2: Utilization of evidence-based analysis of crime data to inform citizen security strategies, programs and policies. Output 3: Improved decision-making on youth crime and violence based on available evidence at national levels.  
	Impact: The CariSECURE project has been positively affected as a direct result of applying CLA approaches, and distinct positive differences and changes have been noted. One such examples is the Pause and Reflect and Adaptive Management elements witnessed in 2018 and 2020. In the first instance, there was a reduction in funding which caused the project to reduce the focus from 5 to 3 national partners, this decision was made through a series of strategic planning meetings and intensive dialogues. Subsequently, in 2020 there was a re-scoping of priority countries where the project made an adjustment from the previously used Priority Approach to a Tiered Approach, based on the level of commitment and capacity existing in each beneficiary country. This transformation to a tiered approached is easily identified as:• Tier 1 countries are those that have demonstrated high commitment, high capacity and high competency. • Tier 2 countries are those countries that demonstrated high commitment, medium capacity and high competency. • Tier 3 countries are those with medium commitment, medium capacity and high competency. Further to this, since integrating the CLA framework data quality has improved, this makes analyzing data easier and as a result, presenting and reporting on data and information is more comprehensive. This allows for more informed decision making and policy making.Lastly, the team has become more dynamic and agile while strengthening relationships among stakeholders. The CariSECURE team is better able to share experiences and transfer knowledge gained by applying CLA into their workplans and daily activities. There is increased internal inter-agency collaboration with UNWomen and UNODC, as well as with external partners in the form of donors (ACRO/ IADB), partners (RSS, IMPACS) and government counterparts. This increase in communication both internally and externally allows for feedback and diverse inputs to better improve the project’s effectiveness and sustainability.
	Why: For a complex, multi-country project that seeks to address an intractable issue such as crime and violence, a concentrated collaboration, learning, and adaptation approach was needed in order to make a significant impact and achieve project objectives.Though, CLA was not highlighted in the project concept design, it quickly emerged as a necessary tool to address the challenges the project faced. The CLA approach was highly encouraged by senior management as an important framework to promote learning and sustainability across the beneficiary countries. Specific focus was made on strengthening internal and external collaboration through constant and effective communication, the project was able to address the issues surrounding the lack of sharing data and inter-agency collaboration. For example, in addition to annual workplans, it was agreed that CariSECURE would submit an annual collaboration plan detailing how the project envisioned working with the wide range of stakeholders involved, including different Ministries in each of the host-governments and key regional agencies. This fostered close working relationships and created a culture of openness that encouraged feedback and recommendations for improvements.Another helpful factor was the use of monitoring and evaluating throughout the project to inform decisions. This was supported by an enabling internal culture with donors willing to analyze the challenges and use lessons learnt to re-scope the project and to encourage the project team to invest time and resources in understanding the CLA framework and incorporating the practices into the project. This learning focus and ability to adapt, allowed not only for the project to rectify problems and overcome challenges but to reduce them in the future.
	Lessons Learned: The impacts of the COVID-19 pandemic have been far reaching and the CariSECURE project was not excluded as the implementation of some project activities were impacted. In the original plan, the majority of implementation activities focused on in-person training and technical support which have been switched from face-to face to virtual approaches due to COVID-19 restrictions.Although the pandemic has not halted the flow of work, several activities have intentionally been re-structured to adapt to a virtual necessity and adopted strategic approaches for delivery within the context of the pandemic. The CLA approach has also assisted in the project’s ability to pivot as teams adapted and tackled the steep learning curve of online training and consultation. In a way, this pivot has prompted more frequent interaction via virtual platforms which can influence long term communication and collaboration in a Caribbean context as islands and territories are separated by the ocean. The virtual activities facilitated, such as graduation ceremonies, webinars, presentations have caused the CariSECURE Team to become more adept at executing these virtual events.
	Factors: Many enabling factors resulted in the integration of the CLA Framework, conversely there are also challenges. To better understand these challenges, CariSECURE commissioned a complexity of change assessment which evaluated the region’s readiness for change detailing potential challenges of policymakers and police leaders when transitioning to CariSECURE’s digital Police Records Management Information System (PRMIS). The assessment highlighted leadership’s resistance to change and cynicism due to the failure of similar efforts in the past.Leaning on the recommendations from this assessment, the project advocated for the appointment of Readiness Managers (focal points) within police forces to provide a point of contact for the project. Subsequently, the Readiness Managers in most cases have acted as champions for the project within their police forces and are instrumental in developing an enabling culture. The establishment of a Readiness Managers Working Group provided a monthly regional forum which brings together the readiness managers, focal points and project team to share experiences, ideas, challenges, and solutions on the implementation of PRMIS. Support from police leadership has also been an enabling factor in some countries. Grenada’s Police Commissioner, for example, has been publicly supportive of the project and the move to the digital capture of crime incident data. The result has been greater uptake and use of CariSECURE’s precursor Police Incident Form (PIF) application in that country as both the Commissioner and Readiness Manager have championed the project.Similarly, the Project’s positioning of National Officers within priority countries is another enabler. The Project’s survey of National Task Forces in beneficiary countries has pinpointed the positioning of National Officers in Guyana, Saint Kitts and Nevis and Saint Lucia as an enabling factor in facilitating collaboration on the ground, completion of project activities and maintenance of higher levels of engagement, communication and impetus for the project within those countries.
	CLA Approach: It became increasingly evident that successful results could only be achieved by formally applying CLA approaches with specific focus on: Stakeholder Engagement, Knowledge Management, Continuous Learning and Improvement and Pause and Reflect. This was particularly necessary when designing and implementing development solutions for a multi-country project since there are varying levels of country commitment, capacity to receive support and country resources to ensure sustained results.  Stakeholder Engagement was critical to better understand the specific national contexts, and country needs, therefore a series of national citizen security dialogues on “Defining Priority Actions for Sustainable Human Development and the Citizen Security Agenda” were held in the eight countries. Stakeholders included government ministries, youth and women’s organizations, faith-based organizations, academia and other stakeholders resulting in a set of recommendations and solutions for citizen security policy and programming – including prevention – at the national level. The recommendations also included core sets of citizen security indicators to be monitored at the national level. Knowledge Management proved to be vital when preliminary citizen security information management needs assessments were conducted in beneficiary countries. These assessments were based on meetings with Police; Central Statistical Offices; Ministries of National Security/Home Affairs, Social Transformation/Social Cohesion and Youth; and various civil society organizations. This knowledge management approach enriched the final project document and enabled the design of targeted activities. To concretize and illustrate the central focus of the project a study tour and technical exchange was organized in Belize, a beneficiary country of a similar and more advanced USAID project. This knowledge-sharing tour exposed participants to the processes and current practices in Belize that support automated data collection, analysis, and sharing amongst government agencies and with the public. Additionally, a legal assessment on existing legal frameworks revealed that there were variations in legal definitions between Criminal Codes in each country, which needed to be addressed to allow the project to make a coherent regional impact. The assessment also found that there were no protocols or arrangements that provided an institutional underpinning for information sharing, yet, existing legislative frameworks did not prevent information sharing between government agencies. This was a significant finding in that it allowed CariSECURE to adapt its approach and focus its energies on formalizing information sharing and focus on the change management/cultural adaptation aspect of working with beneficiary countries rather than on legislative reform. To facilitate knowledge sharing, the project developed a Citizen Security Toolkit to capture administrative and survey data at different levels. The Toolkit included the Caribbean Citizen Security Indicator Framework (CCSIF); the Citizen Security Data Collection Form; the Caribbean Citizen Security Coding Structure; the Guidance Notes on Citizen Security Data Collection and Dissemination; and a Draft Data Sharing Agreement. In order to establish a clear process of use and institutionalization of the toolkit, the project established multi-stakeholder National CariSECURE Task Forces in each country to drive the adoption and management of the Toolkit.Additionally, the project employed Pause and Reflect strategies at two points during implementation to successfully achieve the overall goal. This strategy was used to 1) determine priorities due to reduced funding and 2) determine countries’ capacity to receive support. Lastly, continuous learning and improvement was demonstrated in the use of a phased approach to the introduction of the Police Incident Form (PIF) to test, learn and adapt the software for the final platform and in so doing, allow partners in each beneficiary country to prepare and to be better equipped in terms of ICT infrastructure, computer literacy, human capacity and change management support.
	Context: Throughout the Caribbean, the economic and social well-being of the region has been plagued by high levels of violent crimes. According to the 2012 UNDP Caribbean Human Development Report (CHDR), this situation is worsened by the implementation of ineffective policies which fail to sufficiently address the root causes of violence and crime, especially among the region’s youth. Therefore, USAID collaborated with UNDP to develop the CariSECURE project to improve youth crime and violence policymaking and programming in Caribbean countries using quality, comparable and reliable national citizen security information.The failure of public policies to address youth crime and violence has been largely due to a lack of standardized, disaggregated data to understand the dimension of the problem and monitor the level of success of interventions. Assessments indicated that in most states of the Caribbean, data was not being systematically collected by individual entities nor shared among stakeholders involved in youth crime and violence (police, prisons, courts) and substantive joint analysis did not take place. It was evident that no comprehensive analysis was regularly provided to policymakers. As a result, policies were being actioned and implemented without the required data to address the issues they were designed to solve.Moreover, not only was data not shared but there were marked silos and a hesitancy among agencies to collaborate and exchange information. This culture of not sharing crime data, resistance to change and the resulting environment it caused was not conducive to the successful implementation of the project. To remedy some of the organizational challenges and in order to foster an enabling environment, CariSECURE needed to employ CLA mechanisms.Leveraging the CLA Framework, CariSECURE`s theory of change, collaboration and knowledge management helped to significantly reduce development and organizational challenges and will improve the decision-making process in Caribbean public institutions.
	Impact 2: The project has collaborated with national governments and other stakeholders to establish frameworks towards improving the collection of disaggregated citizen security data and institutionalizing the analysis of crime data to develop evidence-based strategies for citizen security. Collaboration has resulted in strengthened partnerships, increased buy-in and overall commitment regionally. For example, the project leveraged its relationship and network to collaborate with the United Nations Office on Drugs and Crime (UNODC) to provide technical assistance and guidance to nine Caribbean counties on the implementation of the International Classification of Crime for Statistical Purposes (ICCS). Through training and capacity building, this collaboration has yielded correspondence tables mapping local offences to the international classification. Further to this, the establishment of national ICCS Working Groups brought together focal points from various law enforcement and citizen security agencies to work on the correspondence tables which are a cornerstone for standardized reporting of citizen security data which will facilitate regional and international comparison of crime data. In addition, through the creation of enabling environments and use of knowledge sharing, with a focus on learning and adapting, the institutional memory of crime prevention officers and the ability to share knowledge and train counterparts across the region has improved. This was achieved through Training of Trainers sessions with national (police master trainers) and regional partners (RSS and IMPACS)The Project, learning from its assessment of evidence-based Youth Crime and Violence, also supported the establishment of crime observatories as a broader effort towards a prevention-oriented approach to crime-related issues. The establishment of the Regional Crime Observatory used these ICCS correspondence tables to produce a comparative regional situation report. It is envisaged that these reports will form a basis for further analysis and responses and the future development of strategies for crime reduction.


