
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

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: B.Malayang III,E.Oracion,P.Co,A.Uychiaoco
	Organization: USAID Fish Right Program
	Caption: Photo Caption & Credit: A woman receives her Fish Tiangge order in Dumaguete, South Negros. Credit: Rizza Beronio/USAID Fish Right Program.
	Case Title: CLA Drives Innovation for Philippine Fishers Amid Pandemic
	Image_af_image: 
	Summary: When the Philippines first went into COVID-19 lockdown in March 2020, fishers were among those most heavily affected by movement restrictions. Having lost access to their usual markets, they suffered plummeting sales and prices. In South Negros where the USAID Fish Right Program is working, fishers were desperate to sell their produce, even as at-home consumers were craving fresh seafood. Quickly responding to a need outside of its planned scope of support, Fish Right turned to its CLA framework to provide a solution called Fish Tiangge, a Facebook marketplace that enables buyers to purchase fish directly from fishers (‘tiangge’ is Filipino for market). Fish Tiangge was designed simply to connect buyers and sellers in South Negros during the pandemic, but as word about the marketplace spread across the program, a discussion started on integrating it into Fish Right’s main program of work. Fish Right aims to improve fisheries in three Philippine marine biodiversity areas through science-based management and stakeholder engagement. For an outside-the-box idea born out of the need to adapt to a challenging time, Fish Tiangge turned out to be a good fit for the program, easily aligning with the Fish Right Theory of Change on incentivizing responsible fishing. By the time the product launched in April 2020, a monitoring mechanism was in place to ensure that endangered species could not enter the marketplace. Fish Tiangge has since been replicated in the two other Fish Right sites, potentially connecting 6,000 fishers with more than 300,000 households across all three sites.
	Impact: One of the major changes that our increased CLA has brought about is that our various program interventions to support stakeholders in improving fisheries management (especially in terms of establishing safety nets thus increasing leadership and compliance with regulations) have become more closely aligned and integrated. These interventions include supply/value chain studies, buyer engagement for responsible seafood, financial education and enterprise development for fishers who support but are – or could be – adversely affected by fisheries regulations, improving access to microfinance, developing a rating system for ecosystem approach to fisheries management and responsible seafood, post-harvest loss reduction, public-private partnerships, and improving scientific guidance on harvest control measures for specific fisheries.
	Why:    Fish Right is implemented through a consortium of local universities and non-governmental organizations (NGOs), so collaboration is at the heart of its design, and given the complex fisheries issues that the program is intended to address, learning and adaptation are an imperative to its optimal function. In the Philippines, wild fish catch rates have been on a decline for at least a few decades, and this trend is reflected in the low income of most of the Filipino small-scale fishers, many of whom lack the capacity to adapt quickly to the scale and pace of change needed to restore their fisheries to a sustainable level.   At the outset, therefore, USAID’s CLA principles and evaluation policy informed our biodiversity threat analysis and the development of our Theory of Change (TOC), which in turn guided how we devised and are implementing our program interventions. Our interventions continue to be adapted based on annual pause-and-reflect sessions that assess our operating context and progress towards the Fish Right objectives. The pandemic shock only pushed the consortium and our external partners to innovate by further collaborating, learning and adapting:• Collaborating: Early on, Fish Right engaged with fishers’ associations and a consumers group to motivate them to set standards for responsible seafood. CLA enabled us to quickly move from engagement to collaboration on innovating a technology-based solution to the market disruption caused by COVID-19.• Learning: Our CLA framework provided the foundation for immediate uptake of Fish Tiangge in South Negros and its subsequent replication in our other 2 program sites. While Fish Right conceived the concept, the team embraced and learned from the experience of other online platforms such as those implemented by the Department of Agriculture.• Adapting: CLA allowed us to turn the pandemic’s unexpected challenge into an opportunity to adapt and deepen our collaborative work and learning across and beyond the consortium. As a result, we developed a solution that not only provided an immediate response to the COVID-19-induced market disruption, but also integrated a key element of our TOC, which is to incentivize responsible fishing.
	Lessons Learned: Yes, our CLA was in response to the market disruption caused by COVID-19 restrictions in March 2020.
	Factors: Movement restrictions due to COVID-19 were the challenge that unleashed our South Negros team lead’s creativity and motivation to innovate, which in turn fostered a more meaningful integration that lends itself well to an agile program focused on a unified goal but still able to adapt and respond quickly to change. Obstacles to program success include fishers’ difficulty and unfamiliarity with the use of online technology and their low motivation/willingness and skills to engage more effectively in activities further along the value or supply chain. The former is being addressed through training and guidance, and the latter through a partnership with the Philippines’ Department of Trade and Industry that provides grants to help bridge the gaps. In absolute terms, the number of users of the online marketplace has increased, a hopeful sign that some form of online trading platform for sustainable and responsible seafood might have a chance to succeed. However, in relative terms, the use of the platform remains low, as trading in food products appears to have settled into a new pandemic normal that does not include an online platform. This leaves a question as to whether we are achieving sufficient scale to create momentum towards a level of adoption and investment large enough to improve the seafood trading system as a whole.
	CLA Approach:    Fish Tiangge is an unplanned intervention that arose out of COVID-19, but its foundations were laid months earlier as part of our overall situational analysis and stakeholder engagement to help address the broader program challenge of supporting fishers with safety nets to help them lead and support needed regulations more confidently. A study of the value chains of key fisheries in each of our 3 program sites revealed inefficiencies that also presented as opportunities to enable capture fishers to adopt sustainable fishing and post-harvest methods while adding value to their livelihoods. To unlock these opportunities, we began engaging with fishers’ associations and a consumers group in South Negros, to encourage them to support sustainable seafood standards.    In March 2020, COVID-19 hit and the country went into lockdown. Confusion over fish movement regulations caused fish sellers to scramble for more accessible markets for their goods, and at-home consumers – who were mostly in lockdown – were hard-pressed to get their hands on fresh seafood. Seeing a need, our South Negros team lead set up ‘Fish Tiangge’ to address the pandemic’s immediate impacts on our stakeholders--a marketplace on Facebook that enables buyers to purchase fish directly from fishers. The primary intent was simply to connect buyers and sellers in South Negros during the pandemic, but word about the marketplace spread to other consortium partners, sparking a discussion on multiple potential intersections with the regulatory safety nets being developed for fishers by Fish Right. The marketplace launched in early April 2020 with a monitoring mechanism to ensure that no endangered species could enter the marketplace and that all fish came from registered fishers. This aligned the marketplace with the Fish Right TOC, which supports incentivizing fishers to adopt sustainable and responsible fishing practices by increasing the value of their catch.   Fish Tiangge participants were appreciative. The fishers were grateful for the opportunity to sell directly to consumers, which gave them control over pricing, allowing them to earn more than they would from selling their produce to wholesalers. Their buyers were also happy, because they got the fish at lower-than-prevailing market prices. And our program partners were gratified to have the opportunity to apply sustainable seafood standards that could eventually be adopted more widely. The initiative was replicated in our two other project sites, and a formal concept paper and a presentation were developed through several rounds of discussions, with various partners contributing insights from their experience. This helped clarify that the initiative need not displace existing trade intermediaries but can in fact enhance their businesses towards improved sustainability and responsibility. It also resulted in a key decision to include an online platform for sustainable and responsible seafood as part of a program strategy for improving supply chains.   Meanwhile, the Southern Negros team collaborated with the Dr. Mariano Lao Innovation, Creation, Invention Laboratory, which provided US$4,000 worth of android phones, wi-fi routers, and a year's worth of prepaid credits to build a supply of sustainable and responsibly caught seafood. This served as an incentive for fishers’ associations who were already practicing sustainable fishing to showcase a distinctive and currently limited availability product. Ten fishers’ associations were trained in using smart phones for online trading, providing them another venue to sell their catch at a better price. In partnership with the provincial chamber of commerce, efforts were started to enable fishers’ associations to consolidate their fish and thus engage in direct trading with bulk and institutional buyers. In turn, bulk and institutional buyers could be made more aware about how they could benefit from sourcing from sustainable and responsible fisheries. The South Negros team was also able to secure a donation of a refrigerated van and Silliman University committed to donate a container van to be used as office and cold storage.   The initiative is gaining momentum. Steps that are currently underway or will occur shortly include:a) Feedbacking from fishers’ groups on their experience in, and suggestions for improving, the online responsible seafood trade; b) Building an online platform to complement the Facebook marketplace and provide direct market access for small-scale fishers' groups and institutional buyers, with features to screen goods for sustainability characteristics; c) Developing locally appropriate seafood sustainability standards and buyer sourcing guidelines together with public and private sector players in the seafood supply chain; d) Engaging potential buyers and sellers on the adoption of the online platform and sustainability standards/guidelines (to go beyond just checking if species are endangered and if fishers are registered) to incentivize responsible fishing practices and fisheries management measures; e) Exploring and developing financing and logistics partnerships as part of the online trading platforms services; and f) Pursuing partnerships with national government agencies and NGOs for technical/entrepreneurial capacity building, value chain financing, post-harvest loss reduction, and market linkages for fishers' associations.
	Context: The Fish Right Program is a five-year partnership between USAID and the Philippines’ Department of Agriculture-Bureau of Fisheries and Aquatic Resources (DA-BFAR) to improve marine biodiversity and the fisheries sector in three of the Philippines’ most important marine biodiversity areas: South Negros and Visayan Sea in the Visayas, and the Calamianes Island Group in Palawan. An important part of our work is building a portfolio of safety nets for fishers who want to improve the management and regulation of their fisheries. For example, we teach financial literacy for fishers, and we also support enterprises that invest in opportunities to address weaknesses in the fisheries value chain or the absence of a reliable mechanism to distinguish between fish from illegal, unreported and unregulated (IUU) sources and responsibly sourced seafood for which there is premium market demand. Value chain enhancement include addressing insufficient cold chain capacity and inadequate communication links between fish sellers and buyers that result in post-harvest losses amounting to approximately 25% of the total catch.We were laying the groundwork for establishing these safety nets when COVID-19 hit the Philippines. Widespread restrictions on the movement of people and goods greatly disrupted relationships between fish sellers and buyers across the country. Orders from processing companies, restaurants and hotels slowed down, driving fish sales and prices down, and traders who used to buy fish to sell in the big cities were unable to operate at normal business levels. This became the impetus that spurred Fish Right to support the development of Fish Tiangge, an online marketplace that can connect 6,000 fishers with buyers from more than 300,000 households in our project sites (‘tiangge’ is Filipino for market).
	Impact 2: It is too early to tell to what extent this CLA will contribute to our development outcomes related to decreasing the threats to marine biodiversity, but there are early gains in the field that gives us hope that the marketplace will increase the supply of sustainable and responsibly sourced seafood in local markets, at least in our three sites. What is clear is that this CLA has drawn significant interest from stakeholders that can be leveraged for conservation returns to drive the project forward.


