
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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 
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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)? 
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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
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	Case Title: How USAID/Guatemala used facilitation to launch a culture of CLA
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	Summary: This is the story of how USAID/Guatemala developed its Country Development Cooperation Strategy (CDCS) using facilitation as the key to foster a culture of collaboration and learning throughout the Mission. This participatory approach set the ground for further collaboration between the technical sectors during the next phase of CDCS implementation. 

At the onset of CDCS development, the Mission went through many changes internally due to an Assistance Review process that froze funding and forced a quick adaptation of activities. Other changes in the diplomatic priorities from the United States (U.S.) government required the Mission to pivot most programming to address the causes of irregular migration to the U.S. from Guatemala, especially from young men. 

The CLA approach the Mission used promoted organizational effectiveness and learning while also producing a more comprehensive strategy to respond to the internal and external demands from different stakeholders. 


	Impact: During the Results Framework Workshop, the majority of the Mission participated and built upon the work that the CDCS CoP had done during the weekly meetings. It was clear that the CDCS goal was requiring the Mission to work in a more integrated fashion, break the stove pipes and develop a more holistic approach to creating opportunities for Guatemalans in their country. The collaborative and participatory approach surfaced conflicts around the challenges of implementing integrated development vis a vis the technical office structure. The collaboration space the Mission had created through the CoP prepared the Mission for a conversation grounded in common goals to resolve conflicts in a more productive way. 

In addition, using a facilitated approach to the CDCS development raised awareness about the importance and utility of CLA practices and approaches to improve organizational effectiveness. The majority of Mission staff gained a more practical understanding of CLA by attending the weekly meetings and seeing the CLA team facilitate. 
	Why: 

USAID/Guatemala brought on board two new staff members to PPSO dedicated to learning as part of the Monitoring, Evaluation and Learning team. With a more robust learning team came new ideas on how to develop the strategy. The MEL team put forward an idea to use strategic and intentional facilitation in the CDCS development process that would meet the goal of participation and inclusion, while at the same time meeting the demands of the priorities from Washington and the Mission leadership. 

The Front Office (FO) believes firmly in the value of collaboration and inclusion, therefore the proposed approach got their immediate support and endorsement. The MEL team knew that a facilitated approach for the strategy development would require more time and could potentially resurface tensions from the previous CDCS development process. The Program Office took on the risk of using a more complicated approach understanding the level of effort and human resources that would need to be dedicated to the process. The objectives of the facilitative approach was to foster collaboration and promote participation, inclusion and empowerment of Mission staff. With these goals in mind, the MEL team aimed to work on the collaboration and culture components of the CLA framework.



	Lessons Learned: Non applicable. This process was completed when the COVID-19 pandemic hit. 
	Factors: 
The main enabler was definitively the support from the Front Office. The Mission Director and the Deputy Mission Director believed in the CLA approach and empowered PPSO in their CDCS development proposal. The two-person CLA team dedicated to facilitating the CDCS process ensured the Mission set aside the resources needed to implement the proposal. The CDCS CoP also benefited from the experience and knowledge of experienced and newer FSN staff. The combination of experiences and knowledge enriched the discussions and improved the products from the CoP. 

The main obstacle was the conflict between the integrated approach vis a vis the structure and hierarchy of the technical offices. The current structure demands a vertical decision making process and funds are assigned following the same pattern. This is an important challenge to overcome if the Mission wants to promote a more collaborative approach to implementing the strategy. 

To a certain degree the Mission had to retrofit into the new Results Framework existing programming since several activities were going to transition over to the new strategy. The tension between retrofitting and innovation was another important obstacle during the CDCS development. Retrofitting was also used as an excuse to ensure the continuity of certain fund allocation, conflicted to a certain extent with the theory of Journey to Self Reliance and the idea of getting out of specific sectors. The CLA team relied on Washington to communicate the boundaries and parameters and then gave the CoP the flexibility to think creatively within those bounds.

	CLA Approach: The first step the Mission took was to create a CDCS community of purpose (CoP) understanding this type of community as a group established by leadership that is committed to submit deliverables. The entire Mission was invited to participate in the CoP, including members of each technical office, support office and chaired jointly by the Front Office and PPSO. The group met every Tuesday for eight (8) months to participate in workshops and meetings facilitated by the CLA team. Each meeting began with open remarks from the Front Office and followed a an intentional facilitation plan, carefully designed by the CLA team, using as a guide the information required for each phase of the CDCS development process. The facilitation methodology was intentional to get CoP members to discuss more broadly Guatemala's most pressing development issues and the Mission's organizational development challenges. PPSO created the space for the discussion, documented the agreements and translated the discussions into inputs for the presentations USAID/Guatemala delivered to the LAC Bureau and Washington leadership.    

The CoP started small but gained traction as the staff realized that the weekly meetings were the place where inputs were gathered to make decisions about the new strategy. The CLA team adapted the facilitation spontaneously to account for new participants, new dynamics of the group or leadership guidance. The weekly meetings culminated to the Results Framework (RF) workshop when external PPL facilitators helped the Mission resolve difficult issues that the internal facilitators wanted third party mediation in. During the RF workshop, tensions and conflicts raised as the group presented drafts for FO review, however the CLA team was encouraged in seeing that tensions arose because staff were bought into the CDCS vision that the Mission co-created. It was clear to the Front Office and Program Office that while tensions were high, a collaboration spirit had been established in the group and that contributed to a satisfactory resolution by the end of the RF Workshop. 

As a result of using this CLA approach, the Mission discussed deeper what it means to have a strategy focused on reducing irregular migration to the United States and the implications for implementation and reporting. USAID/Guatemala's CDCS is now highly integrated with several technical teams contributing to almost every Development Objective and cross-cutting issues like corruption highlighted the need to collaborate to strengthen municipalities and implement the new strategy. The Mission faced many challenges to make this facilitated approach work including meeting fatigue, turnover in the participants, and leadership changes. These situation required continuous pause & reflect moments to plan for adaptations and respond to competing priorities.       




	Context: USAID/Guatemala had gone through many challenges during the implementation of the last Country Development Cooperation Strategy (CDCS). The Mission's priorities shifted from a focus on chronic malnutrition and poverty reduction to a laser focus on deterring irregular migration to the United States from Central America. The Mission previously invested energy, financial and human resources to the goal of addressing malnutrition and poverty yet due to changes in diplomatic priorities for the region, high turnover in leadership, and an Assistance Review that froze financial resources, the Mission experienced a sudden pivot of all Mission activities forcing a difficult and painful adaptation. Staff felt discouraged to participate in the development of new strategy under these circumstances. 

The Planning and Program Support Office (PPSO) knew that a more top-down approach would be easier to achieve the new streamlined CDCS deadlines. At the same time PPSO knew that collaboration and participation from Mission staff to create a new strategy was critical to creating a process that would bring back a positive mindset to USAID/Guatemala's work. Specially after experiencing such a difficult year, it was important to empower staff to own the CDCS and transition easily to implementation. 


	Impact 2: Using a CLA approach to develop USAID Guatemala's CDCS contributed to a RF that reflects the internal discussions and challenges that the Mission faces to reach the goal of creating opportunities in Guatemala. By using a CLA approach, the Mission had the opportunity to discuss realistically the parameters coming from Washington initiatives as well as our Mission's expertise and push for specific programming. USAID/Guatemala's strategy successfully managed to address these sometimes competing priorities based on openness and intentional facilitation. The Mission believes that this strategy will support the development work and will have a positive impact in Guatemala's development over the five (5) year period of the strategy. 

In the long run the Mission has already seen the effects of collaboration. PPSO is preparing the groundwork for more learning-oriented Portfolio Reviews and Mission-wide pause and reflect moments guided by learning priorities that reflect the integrated approach of the CDCS. This will allow the Mission to better adapt to the changes in the context and in the Mission's internal programmatic decisions.


