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Summary:

The Oceans and Fisheries Partnership (Oceans), a collaboration between USAID and the Southeast Asian Fisheries
Development Center (SEAFDEC), works to strengthen regional cooperation to combat illegal, unreported and
unregulated (IUU) fishing, promote sustainable fisheries and conserve marine biodiversity in the Asia-Pacific region
implemented by Tetra Tech. The Seafood Alliance for Legality and Traceability (SALT) is a global alliance for
knowledge exchange and action on seafood traceability. SALT is a public-private partnership between USAID and
the Walton Family, Packard and Moore Foundations and is implemented by FishWise.

This is a story of intentional and strategic collaboration between two USAID activities with different implementing
partners (IP) out of different USAID offices. While USAID understands the value of and promotes collaboration when
possible, intentional and strategic collaboration in design and activity coordination is difficult. From the Oceans’
experiences, USAID saw the need to build the technical evidence base for seafood traceability on a global level and
to promote knowledge and learning around traceability that was coming from Oceans’ work. SALT was designed
with the intention to support that need and also provide a platform for knowledge sharing from Oceans’ experience
with a broader audience. This created the foundation for strong collaboration based on mutual need.

However, executing the design has to be matched through implementation of the activity. SALT and Oceans have
already started to collaborate including partnering on a large, co-design meeting for SALT to be hosted in Thailand
and will coordinate more in the future. SALT will highlight and leverage Oceans’ regional experience and learning
sites to validate and improve the evidence for traceability by telling the stories of their work.

1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)?
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2. 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?

Overfishing and destructive fishing practices are driving fisheries to the brink and negatively impact marine and
coastal resources that sustain hundreds of millions of people globally. lllegal, unreported and unregulated fishing
(IUU) depletes fish stocks, destroys marine habitats, distorts competition, puts honest fishers at an unfair
disadvantage, and weakens coastal communities, particularly in developing countries. In response to the severity of
IUU impacts, the Oceans and Fisheries Partnership (Oceans) was launched in 2015 in support of a U.S. Presidential
Task Force to Combat IUU Fishing and Seafood Fraud. Oceans was launched as a five-year, regional program to
strengthen regional cooperation to combat IUU fishing, promote sustainable fisheries and conserve marine
biodiversity in the Asia-Pacific region. Since 2015, Oceans has worked across the ten ASEAN member countries and
established two program learning sites within the Philippines and Indonesia to advance regional electronic catch
documentation and traceability systems that improve sustainable fisheries management and address human welfare
concerns.

As the program has progressed through its initial years, USAID has observed significant gaps in a technical evidence
base for seafood traceability on a global level and the need for a specific body to promote knowledge and learning
around traceability. As such, the Seafood Alliance for Legality and Traceability (SALT) was created as a global
alliance for knowledge exchange and action to enable a wide array of stakeholders to clarify the needs, challenges,
and opportunities for improving seafood traceability, and focus on those issues best addressed through learning and
collaborative action. SALT will build the capacities of these actors by fostering key relationships, facilitating learning
across pilot sites to promote innovation, and expanding the use of emerging good practices. These improvements will
ultimately help to address food security, labor rights, and marine biodiversity conservation. SALT'’s first year is a
co-design effort soliciting input from diverse stakeholders globally to influence the future work of SALT. SALT is
managed out of the E3 Bureau and the Oceans Partnership is based out of RDMA.

3. Why did you decide to use a CLA approach? Why was CLA considered helpful for
addressing your organizational or development challenge(s)?

Collaboration was built into the SALT and Oceans as activities - both in their design and approach. Oceans
coordinates with regional governments through an established Technical Working Group, and engages heavily with
private sector partners through a dedicated Public-Private Partnership workstream. Regional collaboration was heavily
incorporated into the program’s initial design, with two regional coordination bodies (the Southeast Asian Fisheries
Development Center and the Coral Triangle Initiative for Coral Reefs, Fisheries and Food Security) included as
regional implementing partners. SALT is a public-private partnership with a year of co-design soliciting input from
global stakeholders on it’s five years. USAID, the Walton Family, Packard, and Moore Foundations, a Coordinating
Committee, and Cross-Sector Advisory Committee provide input in the co-design, while other stakeholders are invited
to participate in various co-design events. As a result of the co-design, SALT will be more effective at promoting
long-term, sustainable change.

While technical solutions exist to combat many IUUF challenges, the real challenge lies in creating the political will
and stakeholder collaboration necessary to bring these solutions to fruition and scale. Since the activities were closely
aligned and working on the same issues in the same region, it was strategic to collaborate. Oceans support in
coordination of the Asia-Pacific DataLab as well as their robust participation in the event itself, shows strong technical
and operational collaboration.

Also, for SALT to be credible and walk the talk to model collaboration and learning in implementation, the
collaboration with Oceans is a good start.



4. 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.

It started with a call. Intentional internal USAID activity collaboration was being explored as SALT and Oceans
shared information about their respective efforts with USAID participating to articulate the origin story for the
programs.

Really, the CLA started before this call at activity design. USAID used institutional knowledge and the technical
evidence base from Oceans to design the SALT activity. The intentional use of that evidence base and experience
of a previous activity to design a new program that would complement existing work, is a great example of CLA.

Importantly, identifying those gaps in the evidence base and need for more knowledge sharing has been essential
to promoting collaboration among the activity teams because each party is getting a need fulfilled. Oceans
recognized that SALT could be a strong outlet and platform to share the learning from their work. SALT knew that
Oceans had the expertise in the region and would be an important source of information and knowledge capture for
their platform.

Then, the effort to promote internal collaboration among USAID activities began. While design may have been
intentional, IPs often have their own mandates and deliverables. While the idea of collaboration is good in theory, in
practice it can be difficult. IPs are competitors at times and even coordination can be a challenge. This is where the
openness to working together was essential in building relationships between SALT and Oceans teams.

The openness demonstrated allowed the relationship to graduate to intentional and strategic collaboration and
partnering. In the first co-design year, SALT was planning to host a workshop in Thailand and Oceans had great
expertise in the region. SALT wanted to leverage that knowledge beyond asking for contacts or regional insights but
also invited their participation in the event to shape the future of SALT. Oceans offered to have SALT host their
meeting directly after their annual Technical Working Group meeting sponsored by the regional body, SEAFDEC,
with more than 60 government representatives from the ASEAN countries. Oceans and SALT worked together to
coordinate timing, invitations, and funding participants to ensure they could stay for both meetings.

More specifically, for event timing, Oceans suggested a change in the dates selected for the SALT event and SALT
heeded their recommendation. While this was not easy and required a bit more work, the benefits far outweighed
the challenges. Oceans and SALT also coordinated on issuing invitations, travel logistics and funding for
government participants, and SALT selected Oceans' same venue for continuity. Several Oceans staff will
participate in the Asia-Pacific DatalLab to offer expertise and be part of the co-design effort overall. Finally, Oceans
and SALT have discussed working together into the future including co-branding communications products and
continuing to deepen the technical collaboration over the next few years.

This was a joint effort between USAID RDMA, USAID E3, Tetra Tech and FishWise. The recognition that this was
different from business as usual reinforced the relationships and is the foundation for this being an important CLA
story. While it has only been 4-5 months of collaboration thus far, it is just beginning. The effort to jointly submit this
case verifies this and is another example of our collaboration.



5. 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?

Given that the ocean is part of the global commons, collaborative and collective action is essential for effective
conservation and economic prosperity. In order to promote effective collaboration, diverse stakeholders from around
the world must be brought together in order to build understanding around a common set of problems and a common
set of solutions. In order to build trust among those key influencers and stakeholders to take on a common set of
solutions, opportunities to be brought together to identify solutions is important.

Involving people in the design of initiatives dramatically increases the likelihood of their active support and
participation. This is particularly true for issues like IUU fishing because fishing practices vary so widely from fishery
to fishery and because of the intense sensitivity surrounding fisheries management.

For the upcoming fisheries and traceability events in Thailand, it is certain that there will be greater cost savings for
US taxpayers and the coordination will lead to better outcomes. Without the intentional collaboration, SALT would
have proceeded with planning its event in a vacuum. SALT will track the event in July but Oceans participation and
support will ensure more government participation. The cost savings to USG is through co-locating and coordinating
travel among the programs so participants can stay on for both meetings reducing travel costs which is a guaranteed
benefit.

6. 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?

When it comes to quantifying the value of collaboration, we are in good company. A quick google on the “value of
collaboration” turns up blogs from Cisco, articles in Harvard Business Review, and McKinsey’s map of the value of
employee collaboration with no clear answer. It is not easy to quantify.

While SALT is early in implementation, SALT’s first year results chain features key results focused on engaging key
influencers and diverse stakeholders during the co-design period. SALT’s overarching theory of change around
collaboration is that if actors come together then they will be able to address global fisheries issues in a more
successful way. SALT and Oceans work together will validate this approach and ensure those key stakeholders are
present.

The collaboration between SALT and Oceans is ensuring SALT achieves key results grounded in collaboration and
learning. For learning, SALT will capture and document stories around successful collaboration and
relationship-building with Oceans. The key results as an outcome of the co-design period are collaborative actions
identified and key influencers continuing to participate in SALT which is all linked to successful events and bringing
the right people in to successfully work on traceability. The cost savings to USG through co-locating and coordinating
travel ensures that SALT can fund more people to participate in the meeting increasing reach and impact.



7. What factors affected the success or shortcomings of your collaborating,
learning and adapting approach? What were the main enablers or obstacles?

Enablers: Since collaborating was part of the process, we had strong support from leaders at USAID to collaborate
and iterate. They both facilitated and encouraged conversations between the activities and among the staff.

Obstacles: While collaboration makes for better development overall, collaboration is not without its challenges.
More people inevitably slow down the decision-making process and global work means schedules can reduce
collaboration opportunities to 3-4 days a week.

Also, collaboration can be challenging when different activities have different priorities. Managing different interests
and leveraging collaboration where it makes sense and where it is strategic is the key. Working to build stronger
relationships and trust is essential in collaboration.

8. Based on your experience and lessons learned, what advice would you share with
colleagues about using a collaborating, learning and adapting approach?

1) Institutional knowledge management is a key leverage point for collaboration - Without understanding the needs
of the field-based program, the enabling environment for collaboration would not have been as strong. USAID’s
approach and coordination for activity design facilitated better collaboration because it addressed the needs of both
activities.

2) Remain open to and thankful for collaboration opportunities - Oceans and SALT were open and willing to partner
from the start. SALT was thankful for Ocean’s willingness to assist - especially when it comes to different
organizations with different deliverables. Collaboration takes time and you have to acknowledge it and appreciate it
when it comes up.

3) Keep it simple but strategic - Logistical coordination may seem like low hanging fruit but it's where the rubber
meets the road. And - it can be harder to report and manage from an approvals perspective. That strategic
coordination results in direct operational and financial benefits to USAID and taxpayers.

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.
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3) Keep it simple but strategic - Logistical coordination may seem like low hanging fruit but it’s where the rubber meets the road.  And - it can be harder to report and manage from an approvals perspective.  That strategic coordination results in direct operational and financial benefits to USAID and taxpayers.

	Factors: Enablers: Since collaborating was part of the process, we had strong support from leaders at USAID to collaborate and iterate.  They both facilitated and encouraged conversations between the activities and among the staff.

Obstacles: While collaboration makes for better development overall, collaboration is not without its challenges. More people inevitably slow down the decision-making process and global work means schedules can reduce collaboration opportunities to 3-4 days a week.

Also, collaboration can be challenging when different activities have different priorities. Managing different interests and leveraging collaboration where it makes sense and where it is strategic is the key. Working to build stronger relationships and trust is essential in collaboration.

	Impact 2: When it comes to quantifying the value of collaboration, we are in good company. A quick google on the “value of collaboration” turns up blogs from Cisco, articles in Harvard Business Review, and McKinsey’s map of the value of employee collaboration with no clear answer.  It is not easy to quantify. 

While SALT is early in implementation, SALT’s first year results chain features key results focused on engaging key influencers and diverse stakeholders during the co-design period. SALT’s overarching theory of change around collaboration is that if actors come together then they will be able to address global fisheries issues in a more successful way. SALT and Oceans work together will validate this approach and ensure those key stakeholders are present. 

The collaboration between SALT and Oceans is ensuring SALT achieves key results grounded in collaboration and learning. For learning, SALT will capture and document stories around successful collaboration and relationship-building with Oceans. The key results as an outcome of the co-design period are collaborative actions identified and key influencers continuing to participate in SALT which is all linked to successful events and bringing the right people in to successfully work on traceability. The cost savings to USG through co-locating and coordinating travel ensures that SALT can fund more people to participate in the meeting increasing reach and impact.



