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Summary:

USAID's 2015 Broad Agency Announcement (BAA) gave Vitruvian Consulting LLC, Universidad Galileo and
Asociacion Mundo Posible an opportunity to apply CLA in Guatemala. Punto Crea helps youth master skills in
Science, Technology, Engineering, Arts and Mathematics (STEAM) through semi-structured learning challenges,
supported by local tutors and specialized facilitators.

CLA addresses two project questions: can STEAM learning be embedded in resource-poor environments, and can
implementation be sustainable? Collaboration is critical for partners to benefit from each other's expertise. Learning
and adaptation lets us improve an intervention designed and implemented from scratch, focuses team effort across
three organizations, and helps communicate our vision to stakeholders.

Sharing knowledge through online documentation is critical. Handbooks and learning resources grow as public
online documents, open to improvement based on lessons from implementation.

We built a single team culture across partners through task-oriented leadership. Training activities let members
experience the thinking we wish to foster among youth. Online planning and tracking are instrumental. Rather than
waiting for perfect tools, we started with a shared spreadsheet and adopted more sophisticated resources as needs
increased.

CLA has effects on all partners. We have learned from each other and from outcomes in communities and extended
our skills and experience to other activities. We have improved our ability to design projects as learning processes.
As we move from design to expansion, skills and tools of collaboration and learning are helping us incorporate
lessons from previous activities into each new location established.

Think about which subcomponents of the |Co||aborating, Learning & Adapting (CLA) Frameworld
are most reflected in your case so that you can reference them in your submission:

¢ Internal Collaboration e Openness

e External Collaboration Relationships & Networks

e Technical Evidence Base e Continuous Learning & Improvement

e Theories of Change e Knowledge Management
e Scenario Planning e Institutional Memory

e M&E for Learning e Decision-Making

e Pause & Reflect e Mission Resources

e Adaptive Management e 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?

Youth in rural communities in the Guatemalan Western Highlands have few opportunities to experience education in
STEAM (Science, Technology, Engineering, Arts and Mathematics). What would it take to set up effective and
sustainable non-formal STEAM education workshops for them? USAID's 2015 Broad Agency Announcement (BAA) to
Identify Opportunities for Youth in Guatemala let us find out. Vitruvian Consulting LLC, Universidad Galileo and
Asociacién Mundo Posible are now part of the Puentes Project, an initiative implementing education, employability
and entrepreneurship development activities.

Punto Crea, as we call our part of Puentes, builds on the following elements:

1. Placing youth at the center of a community-based intervention;

2. Establishing an open and safe venue for them to tinker and learn through trial, error and reflection;

3. Providing youth with an online and offline portfolio of semi-structured challenge-based learning activities and
complementary information to build their knowledge;

4. Mobilizing local volunteer tutors to mentor and coach participating youth in their learning, helping them build
STEAM skills and socio-emotional skills such as curiosity, persistence and teamwork;

5. Providing high- and low-tech tools and materials for participants to develop skills through practice in addressing the
learning challenges;

6. Supporting each Punto Crea workshop with technical, pedagogical and technological assistance provided by
specialist facilitators visiting each location frequently;

7. Certifying the STEM skills mastered by participating youth, and mentoring and coaching skills mastered by tutors
through digital Open Badges; and

8. Building material and social sustainability with resources and support mobilized locally through a community
committee, and nationally through a sponsor committee.

Vitruvian Consulting LLC is responsible for overall management, instructional design and science and arts content.
Universidad Galileo handles technology, engineering and mathematics content, and online technology design and
support. Asociacion Mundo Posible deals with local offline content availability and community engagement.

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

We undertook Punto Crea to test two key ideas: a) Can STEAM learning in a laboratory/workshop environment be
fruitfully adapted to a resource-poor rural context such as the Guatemalan Western highlands? and b) Is
implementation sustainable in such an environment? Successfully answering these questions requires systematic
design, implementation, testing and revision. Systematic thinking and practice were already embedded in Vitruvian's
practice and were embraced by our consortium partners, but through USAID's BAA process and the facilitators of the
co-design process we became familiar with the CLA approach. This was particularly germane to our needs as it
highlighted the multiple elements that we would need to consider.

Collaboration highlighted the issues, opportunities and challenges of working within USAID's Puentes Project, a large,
multi-partnered initiative, but also of committing to implementing Punto Crea for Vitruvian, Galileo and Mundo Posible.
Learning was a necessary outcome of testing our model in actual community contexts, and adaptation a necessity for
embedding Punto Crea in each community's own practices.

Openness and collaboration are already strong elements of the culture in all three partner organizations, but would
require new ways to document our work, share lessons learnt amongst us and with the larger Puentes environment,
and manage processes efficiently and successfully.



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.

Several mutually reinforcing CLA elements come together in our work. In terms of collaboration, having a clear
implementation model from startup, even before field operations began, has been essential to focus the team’s
effort across three organizations. It also serves to communicate our vision to other stakeholders, including
community leaders, participating youth, national sponsors and other Puentes project member organizations. In
terms of learning, each of the elements of the model provides a touchstone to assess implementation. The key isn't
having a perfect model, but rather that the model provides us with objective criteria to contrast with implementation,
to invite reflection and, if necessary, guide adaptations in practice and in the model itself.

Sharing knowledge is also critical. Ongoing documentation is a substantive part of implementation. We had a “Punto
Crea implementation handbook” even before we undertook any field operations. This was simply an online Google
Docs file with a title! As we developed our thinking we added chapter headings and subheadings, bulleted ideas and
then fully developed narratives describing each of these ideas. Sample topics include how we reach out to
communities, what infrastructure we need in our venues, the agenda for Punto Crea meetings and guidelines for the
role of volunteer tutors, as well as many other issues. We regularly go back and revise what we have written to
reflect what has actually happened and worked. A similar process is used with other key documents: the Punto Crea
resource list and venue specifications, volunteer tutor training curriculum and materials, and the portfolio of learning
challenges.

Sharing documentation is also critical for learning. Team members are encouraged to edit and contribute to the
documents based on their experience and insight. For example, field facilitators provide direct input to the tutor
training curriculum based on their experience working with volunteers in communities. Open documentation is also
important for sustainability and to maintain institutional memory: we make materials available online with Creative
Commons attribution licenses. Any interested parties can download, copy and use them to develop other versions of
Punto Crea in their own environments.

Open management practices embody our shared organizational culture. Although formally we are organized as a
subgrantee with two subcontractors, in practice we operate as a three-part consortium. Within the Puentes project
we are known as the “VUM consortium” because we are perceived as a single team. Each partner brings specific
and complementary organizational competences to the table. We run jointly the initial design, field implementation,
bi-weekly management meetings, quarterly review meetings and annual assessment meetings, keeping information
silos to a minimum.

Strong task-oriented leadership is a key part of our shared culture. Everybody on the team, including managerial
and administrative staff, are often reminded that the project’s priority is providing opportunities for youth to develop
creativity. Team members, including administrators, participate in periodic “creative days” to design and build items
in a manner similar to what we encourage youth to do. This keeps us all attuned to the core mission of our project,
but also helps us reflect on how our specific roles contribute to that mission. Being a small team (13) helps: opening
each new Punto Crea requires hands-on involvement from everybody.

Finally, shared online planning and tracking from day 1 has been instrumental. Initially we used an online
spreadsheet listing the various tasks, subtasks and responsibilities, but early on we adopted Asana, an online
project management tool freely available as an extension to the Google suite. Maybe not as powerful as Microsoft
Project, it showed that any shared planning tool that is actually used is better than a perfect tool that is not available.



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?

Working together on this project has had a positive impact on each of our partner organizations. Vitruvian has moved
into implementation rather than just focusing on technical advice and assistance to other organizations. Universidad
Galileo has experimented with designing practice-based education and will have to deal with developing Open
Badges as a certification tool, and Mundo Posible has expanded the application of RACHEL, its flagship
school-based offline content delivery system by embedding it in non-formal education processes. These changes
have been the result of learning from each other and from having to address the challenges of implementing our
project together. This includes the need to adapt our conventional technical and administrative practices to the
demands of building Punto Crea from the ground up.

All three parties have increased and improved their capacity for project design, management and monitoring.
Internally, tracking common and mutually related tasks has strengthened our capacity for joint implementation.
Externally, partners with less experience working with USAID have developed their capacity to work with this donor.
Individual team members also have benefited from the approach. Having a team assembled with staff from three
organizations with very different mandates provides many opportunities for mutual learning. For example, Mundo
Posible’s pedagogical facilitators and Universidad Galileo’s technology support facilitators routinely visit Punto Crea
locations together. The result is a growth in technology skills among pedagogical facilitators and a growth in
pedagogical skills among technology support facilitators.

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?

As an effort to implement from scratch a new approach to non-formal STEAM education in Guatemala,
implementation of Punto Crea is still very much a work in progress. Over the first project year we tackled the design
and operational implementation of each element of our model, as well as setting up and testing joint administrative,
organizational and M&E systems, both internally and as part of the broader Puentes project. Since January 2019 we
have entered an expansion phase that will take Punto Crea to 25 communities, with each new location now
conducting regular weekly activities.

The CLA approach has helped identify systematic lessons, first in the process of moving from design to
implementation, and now in learning from implementation in the first locations to improve implementation in new
locations. Although it is still early to draw definitive conclusions, there are multiple ways in which reflecting on what
worked and what failed in the first locations and adapting processes to the new locations is probably having
consequences for our substantive products and potentially for our development outcomes. Examples include
improvements in our volunteer recruitment process and volunteer tutor training program; allocating fixed jurisdictions
to each facilitator as a means to clarify who is responsible for what outcomes; revising and refining our learning
challenge portfolio; and simplifying and automating our service production data collection and sharing systems.



6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

Undoubtedly the prime internal enablers of our CLA approach were the shared values and practices of openness,
task-oriented leadership and mutual trust among our three parter organizations. On the one hand, these were
necessary in a context where everything —both technical and administrative processes— had to be invented from
scratch. On the other, it is unlikely that we could succeed in developing and implementing an educational project
seeking to foster creativity, critical thinking, cross-disciplinary learning and doing across the STEAM fields, and
socio-emotional skills among youth, if we didn’t share these goals and practices across our own organizations.

Participating in USAID’s BAA co-creation process for the Puentes project was an important external enabler. The
task of designing our role within the overall project pushed our three consortium partners to work more closely
together. Furthermore, the use of the CLA framework as a guiding structure for the co-creation process by USAID’s
Learning Lab consultants introduced us to more formal CLA thinking and practices.

A key internal obstacle to adopting CLA is inherent to our newness in the process. Having to develop the tools and
practices for systematization at the same time as we systematize the substantive content means that some lessons
take a long time to get written back into the documentation or are altogether missed as we prioritize implementation.
The main external obstacle to adopting CLA is also inherent to the project’s institutional structure. Although our
intent is to develop Punto Crea as a potentially free-standing and sustainable initiative, at this point the intervention
must fit in with USAID as a donor and Puentes, its other partners and its systems, as an institutional context.
Addressing these stakeholders’ needs and requirements means having to adapt and sometimes sacrifice internal
preferences and assumptions.

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, RT| International.
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