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Case Title: 

Name: 

Organization: 

Summary: 

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

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 

https://usaidlearninglab.org/sites/default/files/resource/files/keyconcepts_twopager_8.5x11_v7_20160907.pdf


 

 
 

    
  

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?

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



  

      
  

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.



  
 

 

 

 
 

  
  

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? 

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? 



 

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

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

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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	Caption: Photo Caption & Credit: Participants collaborate during USAID/Honduras's First Community of Practice Meeting on Gender and Social Inclusion
Credit: USAID/Honduras.
	Case Title: Using CLA to Expand Socially Inclusive Programming in Honduras
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	Summary: Honduras is rated as the 6th most unequal country in the world and continues to have one of the highest rates of homicides of women in Latin America. Despite the incredible development challenges faced by women, LGBTI individuals, and other vulnerable populations in Honduras, The Honduras Mission had limited internal bandwidth to coordinate on Gender and Social Inclusion issues, both directly with beneficiaries, as well as across the Missions portfolio.  Recognizing the need to improve the way we engaged with vulnerable populations and provide better resources and guidance to both partners and internal staff, USAID/Honduras hired a Vulnerable Populations Advisor and established an Internal Working Group, and an Expanded Embassy Working Group, to learn and to collaborate on Gender and Social Inclusion issues, policies, and programming. Expanding our collaboration to our partners, the Mission also created its first Community of Practice for Gender and Social inclusion, which served as a platform for implementing partners to coordinate across the Mission’s portfolio. The Mission adapted new mission policies and procedures, including a new Mission Order Addendum and new Standard Language for all USAID/Honduras contracts, which expanded the Mission’s previous gender policies and guidelines to other vulnerable groups in Honduras. We have seen this work and these changes have led to clear results. Collaboration has become more comprehensive across the Mission – as well as with the other Embassy sections – and direct engagement with vulnerable groups has increased substantially. In addition, our new mission policy, How-to note for partners, and new standard language has meant that all USAID/Honduras Implementing Partners are more informed of Gender and Social Inclusion issues in Honduras, have Gender and Social Inclusion Analysis of their own, have a platform to coordinate with other activities and experts via the Community of Practice, and have significantly improved reporting on Social Inclusion issues and indicators back to USAID, through annual work plans and quarterly reports. 
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	Impact: Due to the new Gender Working Group on Gender and Social Inclusion, collaboration has become much more comprehensive across the Mission and this collaboration has been achieving clear results and numerous direct engagement opportunities with our beneficiaries in Honduras. In addition, our new new mission policy, and new standard language on Social Inclusion has meant all new USAID/Honduras Implementing Partners are more informed and reporting not only gender, but also social inclusion issues in Honduras. All activities have gender and social inclusion analysis and strategies, partners now have a platform to coordinate with other Social Inclusion experts from other activities via the community of practice, and as a Mission, we have seen a significant improvement on reporting on these issues back to USAID through work plans and quarterly reports. 

Apart from working internally, it is important to note the Mission also  resurrected a long-dormant Inter-agency Working Group (consisting of a broad cadre of public affairs, political, and law enforcement officers)  on Gender and Social Inclusion; This was another substantial CLA exercise that achieved clear results of integrating gender and social inclusion into broader USG policy and programming. One example, USAID staff worked with the Embassy’s Public Affairs Section (PAS) to host two Spanish-language webchats on using technology to respond to Gender-based violence. USAID and PAS working together meant we had wide participation from civil society, and this allowed us to engage directly with, and learn from, victims and civil society on gender-based violence issues. Another example was during International Women’s Month, and for Pride month, we met with other Embassy Sections, including the Community Liaison Office to coordinate a series of activities that reached audiences across the country, exposing Hondurans to the realities of gender inequality and the USG’s important efforts to address this problem. After these events, the Inter-agency Working Group (With USAID in the lead) authored an inter-agency cable, highlighting the entire USG’s cross-mission efforts to raise awareness around gender and LGBTI issues. Working with other Agencies has not only greatly expanded our reach on highlighting important issues, but has allowed USAID to highlight our technical expertise within the wider USG on Gender and Social Inclusion Issues.     
	CLA Approach: Recognizing the need to collaborate internally and with Implementing Partners (IPs) on Gender and Social inclusion issues, the newly-created Social Inclusion Working Group discussed how best it could foster Mission learning, and as a second step, adapt Mission procedures and policies to improve activity design and implementation to be more socially-inclusive of vulnerable populations.  As a first step, the team brought in experts from Washington (including DCHA, PPL, LAC and E3) to give training on Social Inclusion to both Mission staff and Implementing Partners. As internal staff learned more about Social Inclusion concepts such as “Inter-sectionality”, they became more interested in participating on the Social Inclusion Working Group. Implementing Partners who attended a second training on Social Inclusion eagerly wanted more, and were excited about the Working Group’s idea to establish the first Community of Practice in Gender and Social Inclusion -- to include Gender and Social Inclusion experts from our implementing partners -- in Honduras. This decided “next step” to establish a Community of Practice endeavored to serve as a platform to share best practices and lessons learned on a regular basis, outside of a one day training. 

After the first two Community of Practice meetings, it was clear that coordination and engagement across activities  on Gender and Social Inclusion issues were improving substantially. However, IPs wanted more specific information on how to carry out Social Inclusion Analysis and mainstream Social Inclusion practices in their activities. 
At this point, it is important to note that at the same time of launching the Community of Practice, we were also learning that our Mission Order on Gender, Female Empowerment, and Gender-based Violence, fell short of addressing needs of LGBTI individuals and other vulnerable groups addressed in the Mission’s CDCS. As well, the Mission Order did not address the roles and responsibilities of USAID Mission Staff in implementing development programming that is inclusive of vulnerable populations throughout the programming cycle. To address this gap, the team drafted, sought wide Mission input, and eventually cleared, what was considered an important Addendum to the Gender Mission Order, addressing Social Inclusion of other vulnerable groups, outside of women and girls.  This new Mission Order Addendum increased consideration of vulnerable groups in multiple new Mission designs. However, after the Addendum was cleared and socialized, it was quickly recognized that implementing partners needed standard language in their contracts to obligate them to expand their Gender analysis to other vulnerable groups, as well as to provide indicators and regular reporting on how they are addressing needs of vulnerable populations. The Mission's Working Group adapted again. Expanding the Gender and Social Inclusion Working Group to include OAA personnel, we drafted special provision language for Gender and Social Inclusion to implement in all USAID/Honduras contracts, which ensured all activities perform gender and social inclusion analysis within the first 90 of all activity awards. This standard language also included a plan to address Social Inclusion as part of the first year work plan, and required periodic-updates through quarterly reports.  

After the Mission Order Addendum was cleared, the standard language was in place, and the Gender and Social Inclusion Community of Practice was underway, it became clear from our partners back to us, that IPs needed more guidance on how to perform the Gender and Social Inclusion Analysis we were asking of them. The Vulnerable Population Adviser on the team quickly went to work to drafting and updating a “How-to Note” for partners, which would serve as a guide for implementing partners to streamline Social Inclusion considerations of vulnerable populations into their work plans and to perform the Gender and Social Inclusion analysis. This How-To Note included recommendations of Gender and Social Inclusion indicators to track progress on the issues identified in the analysis and clarified the need to spell-out interventions to be incorporated in the first year work-plan and in periodic reports. After writing the How-To Note, we quickly learned that we needed to translate it into Spanish, so that Gender and Social Inclusion experts from our activities could understand and adapt the guidance! 

Much of this work, including the work on the Mission Order Addendum, as well as the standard provision language for Social Inclusion has been repeatedly recognized by LAC as well as E3 as an example of how other missions can effectively expand Gender policies to include Social inclusion considerations in USAID activities. The Honduras Gender and Social Inclusion Team has been open, and will continue to be, in sharing it’s resources through regular meetings, calls and trainings with other Missions in order to share these best practices, to get new ideas, and to continue adapting our own processes and guidance documents in the Gender and Social Inclusion space. 
	Why: Because the Mission was previously focused solely on Gender and Female Empowerment issues at the Mission-level, Social Inclusion and concepts like “intersectionality” were new and demanded a CLA approach to understand. In the end, using CLA was crucial for expanding our policies, collaboration platforms, standard language and learning approaches to vulnerable groups other then women and girls, such as LGBTI, youth, and Indigenous Populations.

It was necessary to take the time to Pause and Reflect first: to read the literature, to see where the mission has come, to understand the country context, and to understand where is the Agency Policy was changing on Social Inclusion. As well, we had to contract new studies, evaluations, network with other missions, hire an experienced Mission Advisor, and to seek as much Agency training as we could, in order to learn more about Social Inclusion first. 

Collaboration often felt very lopsided with core members of the USAID Gender and Social Inclusion Team working hard to push new policies or practices forward. However, in order to get buy-in from AORs/ and CORS in the Mission, as well as Implementing Partners responsible for the changes in the field, and in order to reap the rewards from the changes we were trying to make, we had to use a collaborative approach to ensure broad buy-in and encourage behavior change.  The level of structural change we ended up achieving at the mission level could have only been made possible through a collaborative approach first internally, and inclusive of a wide number of supporters throughout the Mission, including supportive Front Office leadership. The importance of  extensive collaboration then included collaboration outside the USAID Mission and providing leadership roles. For example, in our Community of Practice, we found that our Gender and Social Inclusion experts genuinely seemed to enjoy leading sessions and serving as teachers and coaches for other partners. They seemed enthusiastic and energized, although they knew USAID was at the table, as they were supported and empowered to take the lead in moving collaboration forward. 
	Context: Honduras continues to be rated as the 6th most unequal country in the world and have one of the highest rates of homicides of women in Latin America. As such, women and other vulnerable populations in Honduras face a series of disadvantages that hinder their capacity to advance and create better lives for themselves and their families. Additionally, deeply-rooted conservative values and negative portrayals of the Lesbian, Gay, Bisexual, and Transgender and Intersex (LGBTI) community by the Honduran media contribute to a climate of general intolerance and marginalization of LGBTI persons. 

Despite an operating environment where development challenges and inequity faced by women, LGBTI individuals and other vulnerable populations in Honduras are rampant, the Mission had limited time and bandwidth to coordinate across the Mission on these issues, or to engage in vulnerable communities directly, due to limited staff.  Although the Mission had CORs/AORs engaging directly with beneficiaries on Gender and Social inclusion issues, it only had one staff member in the Program Officer working part-time on Gender issues. Recognizing the need to improve the way we both engaged with vulnerable populations and provided systematic guidance to partners and USAID staff, USAID/Honduras hired a new Foreign Service Program Officer and a Vulnerable Population Adviser with significant technical expertise to address and advice on issues related to not only Gender, but also Social Inclusion of vulnerable populations, across the mission’s portfolio. These individuals would go on to use a CLA approach to create multiple working groups, host trainings, share learning, create platforms for collaboration internally, with the broader USG, with the implementing partners, and even with the beneficiaries themselves, and then to implement multiple mission policy reforms (adapting) that allowed for the Gender policies and standard language to expand to work with LGBTI and other vulnerable and marginalized groups in Honduras. 

	Lessons Learned: If there was a Mission Colleague looking to expand Gender and Female Empowerment work into the Social Inclusion realm, as our Mission has done, I would say it is a good best practice to make sure you have read the ADS and Agency Policies yourself first and then request training either for yourself, or even better, for Mission staff and Implementing Partners.  If Washington does not want to pay to train partners, find a way for your Mission to pay for it, as the wealth of knowledge and impact potential so often rests with those who are implementing these activities in the field. In other words, start with learning before jumping to adapting!

There is a human element to working with vulnerable groups that ignites passion in folks who work on Gender and Social Inclusion. Tap into it! Don’t be afraid to get Gender and Vulnerable Populations experts together in a room to talk about the challenges in your host countries. If a Community of Practice is formed in a structured way, that is great, but there are many models out there and it may just be a round-table learning exercise rather then something formal. Even if informal, I would advise to document meeting notes, what you have done, and where you have come,  so that you will have a clearer idea on where to go (ie how to adapt) and the next step will become clearer.

Lastly, I deeply feel it is important to have a knowledgeable Foreign Service National (FSN) working on advising the Mission long-term on Gender and Vulnerable Populations Issues. FSNs stay at the mission long enough to create good contacts, build trust, engage directly in communities and advise the Mission in ways that are very difficult for a FSO to achieve. Always remember the human element and work broadly as a team. Try to get your Gender and Social Inclusion Working Group to include staff across your Mission and even work with other Embassy Sections or other donors, in order to expand your knowledge, your reach, and the breadth and depth of your impact. 
	Factors: When working on the How-To Note for Implementing Partners, we found it an obstacle to get Gender and Social Inclusion experts to feel comfortable collaborating with other Gender experts without the presence of their Chief of Parties. To overcome this, our Vulnerable Populations set the stage early on, clarifying that these meetings were at the technical level, and had the goal to share best practices in order to further results for the good of Honduras. Making people feel comfortable to speak at meetings and empowering them to speak about their own programs was key to promote participation! Additionally, we found it useful to involve implementing Partners in the development of the How-to note to increase buy-in and relevance to the activities. We also found a major enabler for buy-in for the Community of Practice to be to make requirements more flexible at times.  For example, we recently changed the How-to Note Guidance to allow reporting on Gender and Social inclusion either as a separate section, or as an integrated part of their regular reporting, per their request. 

Our CLA approach was also inhibited by the sheer volume of Gender and Social Analysis and Strategies to review and approve by the Gender and Social Inclusion Team. Making Gender and Social Inclusion Analysis mandatory for every activity increases focus, uptake of the issue, and reporting on Social Inclusion, but it sure does create a lot of work for those who have the responsibility to review those reports! To overcome this obstacle, and to minimize workload, the Gender and Social Inclusion Team found it useful to prioritize activities based on both size and potential impact of the award, as well as relevance to obstacles faced by women and other vulnerable groups. Because we could not focus everywhere, we focused on where we felt was most important. Other less-important Gender and Social Inclusion Analysis were given to the COR/AOR to solely approve without the help of the Social Inclusion team, if work load on the team was too heavy. 

	Impact 2: By establishing the Mission’s first Community of Practice in Gender and Social Inclusion, the mission created a platform for both Mission staff and partners to engage across activities, sharing best practices and policy recommendations and to continue learning and adapting at the field level. In addition to increasing learning and sharing of best practices among partners, we have seen the clear result of a substantial increase in reporting on gender indicators at the Mission level, as well as new reporting on indicators specific to inclusion of vulnerable groups, in the PPR, annual work plans and quarterly updates. Our  Vulnerable Populations Adviser is now working hand-in-glove with new partners who have not completed Gender and Social Inclusion Strategies to complete them, and as such, we expect this reporting on Social Inclusion to continue to increase. 

The Mission Order Addendum on Social Inclusion has provided the Program Office support on a number of occasions when it was necessary to remind staff on the Mission policy for Social Inclusion. Mission-level policy has been important as recent ADS changes leave a lot of discretion up to Missions as to how to broaden Gender considerations to other vulnerable groups. However, we have learned that Mission staff do not read Mission Orders  on a regular basis, and that training on the new Mission Order Addendum is probably needed to increase knowledge on role and responsibilities for integrating Social Inclusion considerations throughout the program cycle. 

We have found the new How-to Note to be well-received by partners, who have appreciated clearer guidance from USAID as to how to implement the requirements in contracts’ standard language for Social Inclusion. Including the partners in the development of the How-to note was key in its uptake and effectiveness in being received. We have found this tool useful not only for addressing inclusion of vulnerable groups, but also on addressing gender equality and gender-based violence (GBV) issues, which achieve the Mission’s strategic gender goals.



