
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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: Laura Calderón
	Organization: USAID/Colombia
	Caption: Children from San Antonio participating in activities to prevent recruitment and build stronger families that are resilient to violence.Credit: ACDI/VOCA.
	Case Title: Regional Integration to Create Safer Communities
	Image_af_image: 
	Summary: San Antonio neighborhood in the port city of Buenaventura in Colombia´s pacific coast is home of 1,268 Afro-Colombians living in precarious socio-economic conditions. It is one of the most insecure and fearsome areas of the city, long neglected and plagued by narcotrafficking and ruthless criminal groups. USAID/Colombia implemented a regional integration pilot that brought together seven different implementing mechanisms over an 11-month period to improve security and social cohesion between community actors. The pilot incorporated a CLA framework that included continuous collaboration and learning opportunities, while promoting culture changes among those involved to amplify results and change citizen perceptions of the neighborhood’s security conditions. This approach placed great importance in internal and external collaboration, thus bringing different mechanisms to integrate and adequately sequence their methodologies in the field. It also had a rigorous Monitoring, Learning, and Evaluation (MEL) approach to enable learning, and intentionally worked with implementing partners and Mission staff to encourage openness and trusting relationships that made an integrated work environment more fluent and effective. As a result, end line surveys indicated a 10% positive change in security perceptions. The Mission also provided recommendations to the Government of Colombia on key elements to consider in current housing programs to fortify social cohesion and community resilience to violence. Additionally, the Mission obtained key lessons that were incorporated in its first-ever Regional Integration Strategy.  
	Impact: Incorporating a CLA approach in the efforts to advance regional integration and coordination in the Mission has been pivotal to capturing the differences in the results obtained and the best practices that can be replicated in new initiatives. This has been a systematic knowledge management effort in which, not only this pilot, but other coordinated efforts have been tracked and evaluated to identify key elements and lessons. The Mission shared results from this integration pilot within the Mission and with other key stakeholders, especially Colombian government institutions. This information has led to multiple discussions within the Mission on how to avoid duplicative efforts and have joint efforts that maximize impact in the field. These discussions have also led to decision-making and to the allocation of resources towards this Regional Integration Strategy. Based on the results of the San Antonio pilot, and two other coordination efforts developed by the Mission, two new positions were created within the Mission as regional coordinators to identify integration possibilities, catalyze these efforts and keep track of the results obtained. Additionally, language has been included in several new awards on regional coordination, integration, and CLA. Finally, this pilot highlighted the importance of making cultural changes within the Mission and our IPs to have greater coordination and integration at the regional level. Building relationships between IPs is a first step to encouraging collaboration and a general openness to coordinate at the local level and broaden the outcomes of USAID-funded activities.  
	Why: Given the nature of this initiative, there are two main reasons why the adoption of a CLA approach was necessary for successful implementation of this pilot. First, the Mission wanted to engage several stakeholders to work collaboratively to maximize development impacts in a short period of time. Since the initial planning, it was clear that actions required a well-synchronized and sequenced effort from three different portfolios within the Mission as well as multiple external stakeholders, including local authorities, community-based organizations from the neighborhood, and USAID implementing partners (IPs). In the definition of the technical strategy, the inclusion of subcomponents from the Collaboration and Culture components of the CLA framework were fundamental to laying the foundation for the integrated approach this pilot required. Second, the Mission wanted to capture as much learning as possible from this experience to replicate and expand. The Mission’s regional coordination strategy was not yet developed, and the hope was that this experience could shed light on the necessary elements to foster programming integration that strengthened development impact. This learning was achieved by incorporating sub elements of the learning, adapting, and processes components of the CLA framework.By the end of the 11 months, this CLA approach enabled the Mission to capture outcomes on security perception changes in San Antonio, but also was able to include significant lessons learned in the Regional Integration Strategy that was later drafted. 
	Lessons Learned: No it wasn't. This case took place during 2019 and early 2020. 
	Factors: Relationships are essential. Cultivating trust and openness—both within participating Mission staff and among participating IPs—was key to this initiative's success. The initial stages of the planning and design took more time than anticipated, partly because these two elements were still missing, which resulted in multiple meetings in which participants shared their own work in Buenaventura but did not dare to advance towards coordination. In turn, the Mission decided to have an intentional effort to change those relationships, but doing so took time. The co-creation period not only advanced the initiative technically, it started to change the culture of coordination across Mission staff and IPs. It was a pivotal change when both Mission staff and IPs saw the benefits of the collaborative effort and ideas, and work became more fluid and effective. USAID AOR/CORs were able to understand this effort not as a competing priority with other actions within their activities, but as an opportunity to try different approaches to reach new population groups. For the IPs, this step meant going from sharing their own work with the group, to being open to changing the way they did their work to incorporate elements from other mechanisms and methodologies. Another element that enabled the pilot’s CLA approach was the existence of flexible awards that allowed for seven different mechanisms to easily participate. All mechanisms had scopes and program descriptions that allowed adaptations and increased responsiveness to contextual changes and arising priorities. Without these resources leveraged across mechanisms, it would have been impossible to obtain the results that were later documented.   
	CLA Approach: For the planning phase three elements were critical for the adoption of the CLA approach and the selection of the San Antonio neighborhood: (1) The Mission developed an internal collaboration strategy that prioritized the portfolios that could participate, discussed geography, and then analyzed implementing mechanisms to ensure that strategy for the pilot fell within the scope of each activity. (2) The Mission conducted field work to consult with external stakeholders to take a more in-depth look at the security situation in Buenaventura. The Mission conducted over 15 interviews with national and local government, civil society organizations, and other international cooperation actors that had presence in the port area. (3) The Mission conducted a desk review to track technical evidence on security and coexistence indicators that would enable the Mission to narrow down the intervention to a single neighborhood of Buenaventura. Moving to the design phase, the external collaboration continued by engaging the IPs in workshops where each one could identify its contribution opportunities. The final design was the result of a co-creation process that identified five lines of work: violence prevention, local governance strengthening, income generation, public space appropriation, and communications. This process was key to developing relationships and networks between IPs and creating a sense of ownership towards the pilot. It also built trust and openness among them. The Mission intentionally incorporated a CLA culture with the IPs throughout the pilot, because we understood early on that it was necessary to achieve results. In turn, weekly meetings between IP technical/regional teams and monthly meetings with USAID became a space to pause and reflect and to continue building those relationships. During the seven-month implementation period, CLA took many forms, out of which the following were the most significant towards achieving development outcomes. First, external collaboration was materialized in:- Joint implementation of the five lines of work. The Mission and IPs adapted methodologies and actions in several activities. For instance, in the strengthening process of the Communal Action Board (CAB), two activities merged their methodologies to create a single process that included technical training on advocacy and legal framework and psychosocial support to overcome a weakened social fabric and lack of trust among its members. - Inclusion of incentives to foster the participation of community members in multiple actions implemented by different activities to fortify behavioral changes. As an example, the scoring criteria for the selection of entrepreneurs in the income generation component included additional points for those candidates that were also participating in the psychosocial assistance component. Each one of these was being led by a different activity.- An early engagement and close work coordination with the Mayor’s office and the CAB. Every action was closely coordinated with these two actors to foster local ownership and sustainability once the pilot was over. - As mentioned, the monthly USAID-IP meetings were pause and reflect moments dedicated to identifying bottlenecks, jointly finding ways to overcome them and making decisions based on those reflections that could go from changing the sequencing of actions to identifying new local stakeholders that needed to be involved in the process. Finally, the pilot included a MEL approach that aligned all activities participating under three indicators: number of participants, changes in security perception and changes in coexistence perception. For this purpose, a single data collecting tool was developed and applied at baseline and end line to have a common story to tell on what the results were. As for the Mission’s learning process, these results were shared widely within the Mission and became key inputs in the ongoing development of the Regional Integration Strategy.
	Context: Buenaventura is a city in the Colombian Pacific Coast, with a population of 430,000 out of which at least 44% live in multidimensional poverty. This city is also one of Colombia’s largest ports, receiving over 40% of the goods imported to the country. Within Buenaventura, the San Antonio neighborhood is one of the most dangerous and insecure areas. The neighborhood is part of a housing macro-project national strategy, and is home for 1,268 Afro-Colombian families. Inhabitants of San Antonio are mostly relocated communities from Buenaventura´s rural areas and other palafito (Stilt House) neighborhoods that were displaced by insecurity and narcotrafficking groups.   Living conditions within San Antonio are no different than those found in the city of Buenaventura. According to the characterization of the neighborhood done by the Ministry of Housing in 2018, 73% live under the poverty line, 74% have an informal source of income and 20% of its population is illiterate. These challenging socio-economic conditions, coupled with narcotrafficking and ruthless criminal groups, make San Antonio one of the most dangerous and fearsome places of Buenaventura.USAID/Colombia Mission wanted to pilot an integrated approach bringing together seven different activities to develop actions that would develop a community-focused violence prevention framework. The pilot improved security and coexistence perception indicators, brought together the community, and improved relations between institutions and members of the San Antonio community. Activities involved in this coordination effort worked on reconciliation, psychosocial assistance, victim’s assistance, reintegration and prevention of child recruitment, trust building with the private sector, and ethnic inclusion. The collective effort was implemented during a seven-month period, in which the Mission measured outcomes on security and coexistence perception levels and gathered significant lessons on what regional coordination meant and how to scale up this experience in the future. 
	Impact 2: The results of the pilot speak to the effectiveness of a systematic and holistic CLA approach to amplifying outcomes, even in a short period of time. Security perception in San Antonio had a 10% positive change and, similarly, coexistence perception had an 8% positive increase. Given the difficulty in changing perceptions in these two topics, one of the conclusions drawn by the Mission is that no individual activity operating without a CLA approach could have obtained these results in such a short period of time. The pilot also achieved a new knowledge management strategy and the use of the information across networks to expand awareness of the lessons captured during the pilot. The Mission used the monitoring data collection tool to measure security and coexistence perceptions in two additional housing projects with similar characteristics to San Antonio in order to have some control groups for comparison. The results also showed that those five lines of work had a positive impact on building bridges between the inhabitants of the neighborhood, the CAB and local authorities. It created communication channels and enabled constructive relationships to begin to unfold through which conflict and social demands were better transmitted and addressed. The Mission shared these results with Colombia’s Ministry of Housing, which adopted several of the recommendations to incorporate into ongoing housing programs. 


