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Organization:

Summary: 

Case Title:

• 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

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:



 

 
 

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?



The CLA Case Competition is managed by USAID LEARN, a Bureau for Policy, Planning and Learning 
(PPL) mechanism implemented by Dexis Consulting Group and its partner, RTI International.

6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?
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	Caption: USAID/Honduras’ CLA Journey in Building Safer Communities. Picture owned by USAID/Honduras. Credit: Evan Trowbridge.

	Case Title: USAID/Honduras reducing homicide and migrations rates through CLA!
	Image_af_image: 
	Summary: In 2012, Honduras had the worst homicide rate in the world, and San Pedro Sula, was considered the “murder capital of the world.” Mission leadership recognized that a comprehensive, collaborative, and evidence-based approach was required to improve citizen security in Honduras. This prompted USAID and the Department of State’s Bureau for International Narcotics and Law Enforcement (INL) to collaborate on the design of a strategy, that would eventually be known as the “Place-Based Strategy (PBS).”  

This strategy promulgated the need for concentrated, evidence-informed interventions implemented by multiple stakeholders in strategic high-crime areas. These interventions focused on reducing homicides, preventing violence, and improving citizen security. By establishing the necessary enabling conditions, USAID/Honduras was able to design a project that would encourage Collaborating, Learning, and Adapting. Development outcomes are becoming evident. Recent trends in homicide rates indicate a significant decrease in homicides;. Honduras plunged from 85/100,000 homicides in 2012 to 43.6/100,000 homicides in 2017, with further decreases expected in the official results of 2018. In addition, based on apprehensions at the U.S. Southern Border, migration rates from USAID-targeted areas fell by 68 percent between comparable time periods of 2014 and 2018. 


	Impact: For the DO1 Team, the organizational effectiveness started when it recognized that working collaboratively was an important step to achieve results. As the Mission moved from its CDCS design phase to project design, internal stakeholders, including technical and support offices, started working collaboratively under a DO Team structure. 

The DO team is composed of technical and support office staff. Technical Offices that initially represented in the Team came from the Education and Democracy and Governance Offices, as well as the Office of Transition Initiatives (OTI). In addition, the participation of support office staff, including the Office of Financial Management (OFM), Office of Acquisition and Assistance (OAA), and Program Office (PO) were considered critical, as they brought expertise in budgeting, procurement, and strategy expertise. The concept of broad and active participation from different offices, especially support offices, is something you would not have expected before using CLA.

When moving forward with implementation, the rest of the CLA framework started becoming more relevant, especially when facilitating adaptive management. As homicide rates decreased in USAID-assisted communities, the need for employment opportunities started becoming more widely manifested and requested by the communities. Therefore, the Team decided to engage the Economic Growth Office to explore how to generate employment opportunities in the DO1 targeted sectors. This was also consistent with the new evidence on illegal migration that stated that the lack of economic opportunities was also fueling migration. By having a CLA-mindset, the team was able to recognize this new evidence and act upon it. 
 
	Why: In 2014, the Ambassador and the USAID Mission Director recognized that a comprehensive, collaborative, and evidence-based approach was required to achieve homicide reduction in targeted communities. Therefore, USAID and the Department of State’s Bureau for International Narcotics and Law Enforcement (INL) collaborated to design a strategy, known eventually as the “Place-Based Strategy (PBS),” that would apply lessons learned from USAID-funded violence prevention programs of the Office of Transition Initiatives (OTI) and INL’s justice and community police support. 

The PBS came to be defined (in Honduras) as “Concentrated, evidence-informed interventions by multiple stakeholders in strategic high-crime areas focused on reducing homicides, preventing violence, and improving citizen security.” This strategy incorporated research and experience of successful public-health focused violence prevention programs from Los Angeles and Boston, which had drawn on a wide range of disciplines and law enforcement strategies. 

Successful experiences in U.S. cities demonstrated that a) a small number of perpetrators create hot spots of crime and violence; b) Crime and violence are concentrated in places and relational among networks of people; and c) a full referral system — from arresting and prosecuting through social services and behavior change — is needed.

To operationalize the PBS Strategy, USAID/Honduras designed a project that considered close collaboration between communities, implementing partners, local government, the Honduran National Police, and inter-agency partners. The project also had a clearly defined hypothesis, proactive pause and reflect moments to successfully adapt, and a model that can eventually be adopted by Hondurans.
	Factors: The continued support from Front Office, including both USAID and the U.S. Mission at large, has been the main enabler for the CLA approach. Honduras has also largely benefited from the unconditional, strategic, and insightful support from the USAID/LAC Bureau colleagues, especially from the Central America Regional Security Initiative (CARSI) team.

Internally at USAID, the main obstacles have been ensuring that technical offices see themselves as a component of a broader DO, and not as independent offices. This has not only been relevant for the design of activities, but also when discussing lower than expected budget levels. One way the DO Team has tried to minimize this obstacle was by establishing a Steering Committee composed of the DO Team Leader (TL), Technical Office Chiefs, and a Senior Foreign Service National. By having this decision-making structure, the DO TL ensures that the technical offices are aware of the broader DO needs, and they are also given an opportunity to weigh-in on DO-level decisions. 

With Implementing Partners, the main obstacle was the level of staff resources required to work under an integrated approach. One of the underlying goals of having a COP IP Meeting was to gain clarity on what was not working well with the community workshops and the Technical Staff IP meetings. IPs were complaining that all the meetings were taking too many staff resources. At the end, USAID actually found out that the main issue was that the DO1 Team had failed to reinforce the key concepts of the PBS Strategy, and it was not clear for all the IPs how all the different meetings complemented the overall DO strategy. Once they had more clarity on their expected roles, they started seeing the value-added of having their staff participate at the different coordination meetings.
 
	CLA Approach: USAID institutionalized two collaboration spaces where learning and adapting can occur. One is at the interagency level and the second one at the USAID-project level.

Engaging external stakeholders was (and is) an important element for USAID/Honduras. USAID, INL, and other interagency sections meet bi-weekly at USAID to discuss overall strategy, implementation of activities, and coordinate intervention actions. This example of interagency collaboration has served as a model for other countries in the region. Furthermore, this established “way-of-working” has allowed the interagency collaboration to continue even with staff transitions. This collaboration facilitated the transformation of the Honduran National Police to a “community police,” which prioritizes strong community relations as vital to an effective police force.

Within USAID/Honduras, the DO1 team (the “Team”) established operating procedures to ensure that appropriate resources were available to enhance collaboration. The Team drafted a charter that clearly outlined the values and norms of the group, established regular calendar meetings, created working groups to encourage broad and active participation, and promoted the inclusiveness of staff from technical and support offices. The DO team also incorporated practices such as: activity design teams composed of staff from different offices; the combination of Good Governance and Education funds to expand the scope of workforce and school-based violence prevention programs; and the inclusion of procurement language in solicitations to require collaboration within implementing partners.

These spaces helped create the necessary enabling conditions to implement the project under a CLA approach.
As the Team progressed to the activity design and implementation phase of the program cycle, USAID had to translate the PBS Strategy into action. Accordingly, three frameworks were established: a) Community Selection; b) Bi-Annual Community-Based Workshops (“Conversatorios Comunitarios”); and c) Monthly Implementing Partner (IP) Technical Staff Meetings.

At least annually, the DO team meets to determine which communities should receive integrated and focused interventions. This coordination exercise ensures that communities are receiving the whole package of USAID interventions, which includes community police, family counseling services, access to better education services, workforce development, and strengthening of community-based organizations. The community selection was initially contemplated to only be informed by crime and violence statistics, migration rates, and police effectiveness and certification. After realizing that communities could be at different stages and levels of need, the Team now also takes into account the impact of saturation of locations or overlap in services that may make certain offerings unviable or have unintended negative consequences.

The Community-Based Workshops are the foundation for the DO1 work in targeted communities, as they provide an opportunity for the police, community members, local governments, and USAID partners to discuss challenges and opportunities, as well as define concrete actions that can improve citizen security. In addition to USAID and IP staff, at least 1,400 community leaders and members have participated in the workshops. With self-reliance in mind, USAID continuously modifies its strategy to ensure that these coordination platforms are eventually led by the community and local governments. The first year, USAID staff directly led the community workshops; the second year, it was led by more than nine IPs working together; and the third year, it will be led by USAID-supported community groups.

To follow up on actions identified during the community workshops and inform day-to-day implementation, USAID IP staff hold monthly meetings. The sharing of on-the-ground information has helped to minimize security risks, especially while working in gang-controlled areas. These meetings have also allowed IPs to coordinate interventions in targeted areas. To continue strengthening the link between the police and community, the Honduran National Police is now also participating in these monthly IP meetings.

	Context: USAID/Honduras’ (interchangeably referred to as the “Mission” and “USAID”) Development Objective 1 (DO1) “Citizen Security increased for vulnerable populations in urban, high-crime areas” addresses rampant crime and violence in Honduras, which are some of the primary drivers of illegal migration. Honduras had one of the highest homicide rates in the world at 85 homicides per 100,000 people in 2012, compared to a global average of 6.2 per 100,000 population. In addition, USAID/Latin America and the Caribbean (LAC) sponsored research has shown a direct link between high homicide rates and increased illegal immigration to the U.S.; i.e., Michael Clemens (Global Development Center) in 2017 determined that each additional homicide in communities with high homicide rates generated a cumulative total of 3.7 additional unaccompanied children (UAC) apprehensions in the U.S.

The context above called for interventions that were relatively new areas for USAID and interagency partners. Few rigorous evaluations specific to Honduras were available that could provide a solid base of evidence regarding what could work or not on homicide or violence reduction. The situation called for robust monitoring, evaluation, and learning of project interventions, combined with proactive CLA approaches to effectively adapt programming during implementation.

	Impact 2: USAID/Honduras’ integrated approach to improve citizen security has been effective. Recent trends in homicide data indicate a significant decrease in homicides. Honduras plunged from 85/100,000 homicides in 2012 to 43.6/100,000 homicides in 2017, with further decreases likely in 2018. Importantly, between 2013 and 2017, homicides dropped by 54 percent in the six police districts in which USAID and the Department of State collaborate, compared to a 35.9 percent decline in the homicide rate nationally over the same period. In addition, based on apprehensions at the U.S. Southern Border, migration rates from targeted areas of this DO fell by 68 percent between comparable time periods of 2014 and 2018. 

The iterative use of evidence to learn and adapt has been critical for the success of this DO, and will continue to shape the strategy as we get closer to a new Country Development Cooperation Strategy (CDCS) for Honduras. USAID will continue to take advantage of the evidence that are being generated through activities and project-level performance evaluations. Specifically, USAID/Honduras has documented the best practices and methodology to ensure that they can be easily replicated by community-based organizations and local governments.  

Finally, understanding that approaches and strategies need to change, USAID/Honduras held a two-day pause and reflect sessions on March 2019 with Chiefs of Party (COP) of Implementing Partners to candidly identify what was working well and what was not. CLA-minded leaders can encourage a culture of openness that can facilitate honest conversations. These types of conversations are instrumental in successfully adapting an activity or project. Specific pivots to the PBS Strategy included placing more emphasis on nurturing community leadership to ensure that community leaders are capable of leading violence prevention programs.


