
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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: R.Geronimo,W.Penalosa,A.Uychiaoco,R.Guieb
	Organization: USAID Fish Right Program
	Caption: Photo Caption & Credit: Fish Right and BFAR specialists discussing fishing vessel detection Credit: Rollan Geronimo
	Case Title: From Challenge to Opportunity: CLA Response to IUU Fishing in the Philippines
	Image_af_image: 
	Summary: Despite major investments in enhancing the skills, personnel, and capacity of fisheries law enforcement teams, illegal, unreported, and unregulated (IUU) fishing remains among the top threats to marine biodiversity and sustainable fisheries in the Philippines. To identify and further strengthen the Philippine Government’s response capacity, the USAID Fish Right Program initiated a systematic process of analysis, consensus, action, and reflection that brings together diverse expertise from in-the-water law enforcement to data science, and facilitates close collaborations across national government agencies, local governments, local fishing communities, civil society organizations, and academic institutions. Consensus was built on the scale of IUU fishing in the country, and an approach for systematic quantification of local IUU fishing was piloted and refined that jumpstarted a national government effort led by the Bureau of Fisheries and Aquatic Resources to systematically measure improvement in fisheries compliance.
	Impact: The Fish Right consortium is composed of seven institutions with distinct organizational mandates and priorities. Coming together to collaboratively implement and learn from each has not been an easy road. In the beginning, the consortium partners were strongly tied to annual work plans and scopes of work and their associated human and financial resources. What helped initially was that most of the people in the team were already familiar with and had professional respect for each other, but they voiced discomfort in changing any element in their regular planning cycles. The CLA approach and how the consortium began valuing learning and adapting to actions on IUU fishing helped the broad partnership recognize the need for Fish Right to adopt flexible and adaptive approaches, even if the programmatic outcomes and goals do not change. Each year, guided by our TOC, we continue to improve our understanding of the program interventions. It helps that USAID has been highly motivating and supportive, and that the consortium is empowered to take adaptive decisions when planned approaches are not proving to be as effective or as efficient as expected, especially in the new normal brought about by COVID-19.
	Why: In the Philippines, the common assumption on IUU fishing is that it is solely a fisheries law enforcement issue. There is a common template of actions to address IUU fishing, typically forming volunteer enforcement teams, building enforcement capacities, increasing coordination among enforcement agencies, and using technologies to enhance the enforcement cycle. Records show, however, that while enforcement resulted in localized successes, IUU fishing often returned once the enforcement operations subsided or stopped altogether.
At the outset, Fish Right concluded that the persistence by which IUU fishing continues, despite the efforts already being done to deter and eliminate it, indicates government response would benefit greatly from a CLA approach. To understand IUU fishing at a national level and identify any underlying issues that may be influencing the compliance outcome, we leveraged illegal fishing data spread out across local governments, fishing communities, police, and national government agencies such as DA-BFAR. The CLA approach proved essential because current knowledge was highly anecdotal, coded in different formats/platforms, and disassociated from plans for reducing IUU fishing. Our Chief of Party promoted an atmosphere of experimentation and proposed to develop first-cut, broad-based consensus estimates of IUU fishing impacts in the Philippines using a quantification process called the Delphi Method, which relies on the ‘wisdom of the crowd,’ complemented by an analysis of available data on IUU fishing. Although not originally part of the Fish Right design, this IUU fishing quantification effort was fully backed by USAID’s commitment to problem solving through collaborative learning, and enhanced by the USAID Biodiversity Policy’s emphasis on evidence-based learning. USAID threw its full support behind the initiative, and the Fish Right team readily adjusted to take on the challenge. The study is the first documented effort in the Philippines to systematically quantify national IUU fishing. The results have low precision and are not intended as definitive estimates, but they will serve to guide fisheries managers and stakeholders while the work continues to develop better ways to monitor, quantify, respond to, and measure the effectiveness of government strategies in reducing the IUU fishing threat.
	Lessons Learned: No.
	Factors: The Fish Right TOC was developed based on the best available evidence, but the changing context of our work required our approach to evolve. The main enabling factor that helped us respond quickly to the IUU fishing challenge was USAID’s full support for what would essentially be a process of testing assumptions and hypotheses beyond the narrow focus on program outputs or deliverables. USAID showed us that they valued the process of experimentation, which motivated our Fish Right team to be more reflective and deliberate about program strategies. 
 
Trust between the partners was also key. The major actors in this approach—the Fish Right team, USAID AOR, and DA-BFAR technical officers—have long-standing working relationships and thus shared norms of reciprocity, professional honesty, and cooperative behavior, providing a common ground to facilitate trustworthiness and deeper social interactions.
 
Communication is an essential element of the CLA approach and Fish Right is constantly facing the challenge of communicating the immensity of IUU fishing without forgetting the commitment of the Philippine government and the hard work of countless enforcement officers to reduce its onerous threat. We are always careful to vet our messages with BFAR to make sure that they focus on seeking solutions to IUU fishing issues rather than on making sweeping judgments on the government’s response.
 
There are risks to personal safety when dealing with IUU fishing. While this is not imminent, Fish Right makes sure that this factor is always considered. 
	CLA Approach: Our strategy to quantify, assess, and address IUU fishing was designed to embrace a CLA approach that is influenced by both science and practice, and encourages deep internal collaborations among consortium partners and members from diverse backgrounds and experiences. For example, one of our team members is a lawyer who led a fisheries law enforcement team in one of our sites that appeared to be a solid success, at least by most measures: numerous large fishing vessels apprehended, several cases filed in court, fines collected, and illegal fishers sent to jail. But, by his own assessment, such success was, at best, temporary. Data analysis on nighttime satellite imagery confirmed the effectiveness of enforcement operations in pushing illegal commercial fishing vessels out of municipal waters; soon after the provincial governor’s term of office ended, however, the enforcement task force was disbanded by the new set of administrators, and the illegal fishers returned in force. This type of input served to launch a discussion on how enforcement outcomes could be improved by a more holistic approach to addressing IUU fishing. The first question we needed to answer was, “How well are current interventions working in actually reducing IUU fishing?”—a question we could only answer if we knew how much IUU fishing was happening in the first place.
Together with DA-BFAR, we developed a two-pronged strategy that involved: (1) undertaking a quick, consensus-based IUU Fishing Quantification Workshop with experts and development practitioners; and (2) developing an IUU Fishing Index and Threat Assessment Tool. 
The first prong of the strategy was done in collaboration with multiple agencies and organizations to obtain broad-based estimates of the IUU fishing threat. Gaps in IUU fishing data were filled in with practical knowledge from fishers, coastal communities, and people working in fisheries law enforcement on the one hand, and on the other hand, with scientific knowledge from researchers and scientists. The data were then analyzed and further enriched through a Delphi workshop involving more than 50 experts in Philippine fisheries. The exercise elucidated the complexity of IUU fishing by focusing on the main drivers of its persistence, gaps in monitoring, and the need to augment DA-BFAR’s already increasing investments in the fight against illegal fishing. This in turn prompted DA-BFAR to issue an internal order to develop and adopt the use of a systematic IUU fishing assessment and index tool, which comprised the second prong of our strategy. 
The Philippine IUU Fishing Index and Threat Assessment Tool (I-FIT) aims to institute a technically robust adaptive management process for addressing IUU fishing, evaluating the effectiveness of current interventions, and determining other targeted responses that continuously and purposively reduce threats in specific areas of interest over time. The tool provides guidance for assessing IUU fishing risks in a particular area, and for planning responses that directly address various vulnerability factors identified through multi-stakeholder assessment. It also allows for a normalized and objective comparison of IUU fishing risks in terms of prevalence, vulnerability, and on-going responses across multiple areas. Fish Right piloted this tool in its project sites and is training field facilitators from DA-BFAR and local government units (LGUs) to use and refine the tool.
To support adoption and application of the tools and knowledge developed through our CLA approach, we are leaning on positive messaging to encourage fishers to engage more consistently in legal, reported, and regulated fishing. We are working with LGUs and other stakeholders to set up community watch systems to encourage greater citizen engagement to document good practices and learn from former illegal fishers the factors and reasons behind their conversion. 
A key to the success thus far of our IUU fishing work has been recognizing the importance of gathering and utilizing systematically collected data—including data based on perception—to provide guidance for decision-making and ensure continuous learning and improvement towards the desired outcome of reduced IUU fishing threats. We are developing a knowledge management system for fisheries that will include information on the presence or absence of IUU fishing, to be collated monthly from the barangay (the lowest governance unit in the country) and made publicly available through a Philippine Fisheries Dashboard, which is envisioned to provide near real-time visualization of IUU fishing information collected from fishers and LGUs.
That our strategy was deliberately purposeful, stakeholder-driven, and evidence-focused reflects the need for a whole-of-society response to the IUU fishing problem. With Fish Right acting as a change facilitator, we sought to draw out champions for the fight against IUU fishing by focusing on solutions and not on the performance of certain groups.
	Context: Determined to put an end to illegal, unreported and unregulated (IUU) fishing in its jurisdiction, the Philippine Government has stepped up efforts at both national and local levels to enforce fisheries laws, gaining momentum in the use of science and technology to improve response capacity. The Fish Right Program (2018-2023), a partnership between USAID and the Philippines’ Department of Agriculture-Bureau of Fisheries and Aquatic Resources (DA-BFAR), supports these efforts as part of a wider USAID portfolio that aims to reduce loss of biodiversity from conservation crime. A key focus area of this partnership has been to gain a firm understanding of how effective the current ‘enforcement-heavy’ approach is in reducing IUU fishing, widely believed to be a top threat to marine biodiversity and fisheries sustainability in the country. This a daunting challenge given how little understood IUU fishing is to begin with. Despite clear evidence of declining fish stocks, especially in the biologically diverse but fragile nearshore waters that small-scale fishers rely upon, IUU fishing in the Philippines has not been directly, or at least adequately, quantified.
IUU fishing is always difficult to measure because it is complex, covert, and data-poor. In the Philippines, characterizing IUU fishing is made even more complex by the fact that available data is concentrated on the number of anti-illegal fishing activities, and the volume and value of apprehended illegal catch. Monitoring reports are not standardized, unevenly done across the country, and paper-based.  
Fish Right offers a distinct skill set to seek solutions to IUU fishing through a consortium of local universities and non-governmental organizations (NGOs) led by the University of Rhode Island. We build on over two decades of USAID support to the Philippine government in increasing fisheries law enforcement capacity and improving fisheries management effectiveness. Our work is based on three decades of documented learning from the USAID experience in fisheries management informed by USAID’s Evaluation Policy and collaborating, learning, and adapting (CLA) principles. Fish Right interventions, first devised from an explicit analysis of threats to biodiversity and an associated Theory of Change (TOC), are continuously adapted to contextual changes based on annual pause and reflect sessions. The CLA principles foster participatory reflection and greater collaboration among stakeholders, which are essential building blocks to addressing IUU fishing.
	Impact 2: Enabling actions on a complex issue like IUU fishing requires protracted steps aided by thoughtful analyses and consensus-driven strategies. In this case, enabling the process of national quantification and the development of a tool to assess IUU fishing in the Philippines is contributing to changes in Philippine government policies and resource prioritization. Activities for socializing I-FIT were not included in the DA-BFAR budget this year, but the Bureau is finding ways to allocate resources to roll out the tool, clearly recognizing its value. DA-BFAR Director Eduardo Gongona noted, “Once fully implemented, this tool will provide us with periodic information needed to identify other ways to encourage voluntary compliance, strategically guide law enforcement operations, and clearly communicate our progress in reducing IUU fishing in the Philippines.” With the critical first steps already underway, the USAID – DA-BFAR partnership hopes to recover the up to 62 billion pesos ($1.3 billion) that is lost annually from illegal fishing, which partly explains the widespread media interest that the estimation study has generated, including landing on the front page of a national daily. 
 
Within USAID, Fish Right champions the CLA approach by reflecting on the contextual changes, outcomes, and learning, and by identifying adaptive management actions. The 2021 pause and reflect this April will discuss this further in relation to our TOC review.


