Case Title:

Adaptive Collaboration with Stakeholders in
the Time of COVID-19 in Senegal
Name: Sarah Miller Frazer

Community facilitator conducting an
awareness-raising public health campaign in
Tambacounda, Senegal. Photo from USAID
GoLD/RTI International.

Organization: RTI International

Summary:
Positive gains in democratic governance and citizen responsiveness in Senegal proved essential as the COVID-19
pandemic disrupted life. Local and regional governments needed to rapidly adapt how they mobilized and managed
resources to meet citizens’ needs. USAID implementing partners across sectors sought to adapt activities and
design new COVID-19 response activities. This case explores the CLA approach of the USAID-funded Governance
for Local Development (GoLD) activity and the way the team leveraged strong relationships to collaboratively adapt
to the crisis.
GoLD used a CLA approach to support partner stakeholders to design and deliver a COVID-19 response plan.
Collaboration featured heavily in the development of these plans, and the team drew on strong relationships to
design tailored approaches and innovative methods to continue implementation despite pandemic-related
restrictions. The GoLD strategy of improving government partners’ ability to adapt and respond to crisis fosters a
sustainable change and strengthens their resilience to future crises.
Concurrently, GoLD convened a major coordination effort among 17 multi-sectoral projects in Senegal. GoLD
proposed a new multi-project collaboration model to strategically share ideas and resources and boost the impact of
interventions. Roughly 75 staff members representing each project formed five working groups and enabled each
project to amplify its efforts in a way it could not do alone. Multi-project committees conducted far-reaching public
service announcements, mobilized the private sector, joined capacity building efforts, shared learning, and ensured
social inclusion in their COVID-19 response.

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

• Openness

• External Collaboration

• Relationships & Networks

• Technical Evidence Base

• Continuous Learning & Improvement

• Theories of Change

• Knowledge Management

• Scenario Planning

• Institutional Memory

• M&E for Learning

• Decision-Making

• Pause & Reflect

• Mission Resources

• Adaptive Management

• 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?
Over the last several years, Senegal has been on a positive trajectory toward more democratic governance. Both the
Government of Senegal and international donors have worked to improve how the government and citizens can work
in partnership to plan and implement development priorities. The USAID-funded GoLD activity, implemented by RTI
International with international and local partners, works to strengthen the ability of Senegal’s local governments to
respond to citizen requests, improve collection and management of local resources, and foster community
participation in the delivery of public services.
GoLD uses an integrated governance approach that includes intentional operational and technical collaboration, such
as co-programming and co-implementing interventions. This approach has led to improved sector-specific outcomes
and sustainability. GoLD collaborates with USAID and other donor-funded projects, government agencies, and local
governments across the health; water, sanitation, and hygiene (WASH); food security; and education sectors.
Together, GoLD and its partners build synergies in training, community engagement, and action plans and coordinate
with partners and stakeholders to co-develop sector-specific educational materials. The COVID-19 pandemic
heightened the stakes and the urgency of collaboration and added complications to the mostly in-person collaboration
that occurred previously.
GoLD’s integrated governance approach rests on a foundation of strong relationships at all levels: internally across
GoLD staff and externally across many donor-funded projects in Senegal, key government and civil society
counterparts, and multiple offices within the USAID/Senegal Mission. This platform provided the necessary enabling
conditions to foster CLA during the pandemic. By design, GoLD draws on lessons to collaboratively learn and adapt,
responding to unforeseen needs and context changes. For the monumental shift that COVID-19 demanded, GoLD
responded by intensifying its role as a collaboration facilitator. The program design, strong relationships, and CLA
culture within the team have built the environment for frequent, intentional, and systematic CLA.

2. Why did you decide to use a CLA approach? Why was CLA considered helpful for
addressing your organizational or development challenge(s)?
CLA is central to GoLD’s program design and embedded as a guiding mind-set. Every activity is designed,
implemented, and measured with internal collaboration across technical and operational staff and external
collaboration with government and civil society counterparts, other implementing partners, USAID, and other donors.
Robust learning through monitoring data, learning agendas, and knowledge sharing inspires data-driven decision
making. Early in the activity, the staff established a platform for adaptive management so that they could frequently
reflect on data and experiences and adapt interventions to improve efficacy. In their first iteration, activities are piloted
so the team can learn, adapt, and scale approaches.
While CLA approaches feature prominently across GoLD’s work, for this case we focus on the urgent need for GoLD
to use collaborative, adaptive thinking to respond to the extreme changes brought about by COVID-19.
First, it was clear that GoLD’s activities needed to adapt. The team supported partner stakeholders to design and
deliver COVID-19 response plans in creative ways. Collaboration featured heavily in these plans’ development, and
the team drew on strong relationships to design tailored approaches and innovative methods to continue
implementation.
Second, in times of crisis calling for extreme adaptation, we need to leverage resources and ideas. We needed
diverse stakeholders, Senegalese and international, to come together, work together, learn together, and achieve
greater gains with a development mindset. COVID-19 is a health issue, but the response needs to be cross-sectoral.
Collaboration and synergies across sectors are essential to optimize efficiency and increase impact.

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.
COVID-19 changed the operation of USAID projects worldwide. Within weeks of the pandemic being recognized,
GoLD adaptively managed its technical assistance for strengthening governance within partner local governments
and regional committees to collaborate on their COVID-19 response efforts. GoLD used an e-learning platform to
train 80 community facilitators on prevention measures, hygiene, and awareness techniques for COVID-19, and on
how they can support local governments’ response. Building on GoLD’s past work to strengthen local governments’
resource mobilization and participatory planning and budgeting skills, GoLD adapted to support local governments
in mobilizing resources for their COVID-19 response. GoLD helped communities purchase protective products,
supplies and equipment for health facilities and allocate resources to households needing aid. Further, GoLD
adapted its work with regional committees and governors, providing videoconference equipment, training,
maintenance, and technical support. This collaboration facilitated the coordination and remote monitoring of
activities conducted by local pandemic management committees.
Concurrently, GoLD convened a major coordination effort among 17 multi-sectoral projects in Senegal. GoLD
proposed a new multi-project collaboration model to strategically share ideas and resources and boost intervention
impacts.
The appetite for this robust external collaboration was intense. Projects from across sectors were grappling with
how to adapt their current activities while urgently trying to design new COVID-19 response activities. The
multi-project group came together quite organically—a testament to the foundation of existing relationships and
networks built by the GoLD team. Chiefs of Party and staff across each project began meeting regularly (online),
talking through approaches and methods to adapt existing activities, ideas for COVID-19 response activities, and
collaboration opportunities. Projects identified four areas with overlapping activities that were ripe for collaboration
and opportunities to leverage other projects’ efforts: communication, products and the role of private sector, social
inclusion, and capacity building. The group formed four committees, each facilitated by a different project. These
committees combine implementing partners’ strengths across multiple sectors: health, education, agriculture,
fishing, governance, and WASH. Their work resulted in the implementation of joint measures, and the
complementary and efficient use of the projects’ human and financial resources. GoLD provides overall
organization, management, and coordination, including maintaining a WhatsApp group and newsletter.
The multi-sectoral collaboration between projects enabled each project to achieve more than they could have alone.
This idea is mirrored in the GoLD staff’s motto, “Alone we go fast, together we go far” (Senegalese proverb).
Many large companies in Senegal practice corporate social responsibility and want to provide resources but are not
connected to needs in the field. Among the many collaborative efforts implemented, there was a very successful
fund-raising initiative from the private sector, connecting with additional partners such as the Université Gaston
Berger and nongovernmental organizations to provide equipment and products to Daaras (schools for
disenfranchised children) for COVID-19 protection. The Communications Committee leveraged GoLD’s existing
national network of community radio stations to reach more people with prevention messages—GoLD provided
equipment to every radio station and other projects financed the broadcasts. Each project contributed its sectoral
expertise in the technical preparation of the shows and for mobilizing human and financial resources, while GoLD
led the planning, implementation, coordination, and monitoring.
Early in the activity, GoLD helped establish a Monitoring and Evaluation (M&E) Working Group of USAID
implementing partners. Through the working group, shared learning from response activities emerged, and each
project leveraged those lessons to understand successes and challenges, adapt to the changing context, and
communicate their stories and results.
The success of this coordination and collaboration is an attribute to GoLD’s ability to adapt to the current situation
as well as USAID/Senegal’s Democracy, Rights, Governance and Peace Office’s technical oversight and
management.

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?
The CLA approach has fostered a strong team spirit and allows everyone to work together to boost collective efforts.
Accompanying partner local and regional government bodies on their capacity building journey requires rapid
adaptation to changing circumstances. The GoLD approach to collaboration with government stakeholders
strengthened the implementation of activities and led to greater project successes.
GoLD’s integrated governance approach, with intentional operational and technical collaboration with other
implementing partners, planned to establish thematic working groups by topic. The M&E Working Group succeeded
early in the activity’s time frame, but other areas (gender, communications, etc.) struggled to gain traction. COVID-19
provided an urgent, tangible goal for collaboration to meet a specific objective while the working group structure
supported specialized staff members to connect with their peers. As each project rushed to adapt and launch new
COVID-19 response activities, these committees provided valuable peer-to-peer collaboration space.
In total, 17 projects were involved in these five working groups. Nearly 75 Senegalese development professionals
benefited from participation. Not only did the collaboration directly strengthen organizations and their respective
program goals, but it also expanded participants’ personal and professional network and helped them hone important
learning and collaboration skills.
Some of the collaboration systems and processes built and refined during the pandemic are now applied beyond
COVID-19 response efforts to better coordinate development interventions. Fostered during the pandemic-inspired
collaboration, this engagement and support from USAID will continue to boost organizational effectiveness.

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?
GoLD’s government partners demonstrated great capacity for adaptation and resilience—50 local governments
mobilized 2 billion FCFA (US$3.7 million) to deal with the crisis locally and contribute to regional efforts: 27% of
funds were mobilized locally, 31% from government transfers, 19% from private enterprises, and 14% from civil
society. Local governments leveraged their improved revenue generation and planning and budgeting processes to
meet citizen needs, strengthen health structures, and reopen schools. Videoconferencing support that GoLD
provided to regional committees and governors strengthened their coordination and monitoring of COVID-19
response plans. Saër Ndao, Kédougou Region Governor, said, "We are now better able to manage our agenda in
real time and to be in contact with all our collaborators while avoiding… gathering[s]."
GoLD’s strategy of improving government partners’ ability to adapt and respond to crisis strengthens their resilience
to future crises. Communities report feeling empowered through a holistic, multi-sectoral approach that changes the
governance dynamics among local authorities and citizens.
Through the multi-sectoral Communications Committee, in collaboration with the Ministry of Health, 32 community
radio stations broadcast 10,281 public service announcements in local languages, reaching the entire population
within 77 local governments. By leveraging USAID implementing partners’ networks, key messaging about social
distancing and hygiene penetrated hard-to-reach communities. GoLD conducted a baseline in April 2020 and an
endline in August 2020 of 2,551 households’ knowledge of and behaviors related to COVID-19. The percentage of
citizens remembering key COVID-19 messages increased from 59% to 83.4%; those adopting key practices related
to COVID-19 increased from 55% to 82.9%.
The Private Sector Committee facilitated connections with 52 companies across sectors (mining, insurance, and
communication). In collaboration with the Social Inclusion Committee, a fundraising campaign mobilized support
from companies and Senegalese universities. This support, 2,432,500 FCFA (roughly US$4,500), funded distribution
of 976 items such as hygiene products and protective supplies.

6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?
Key enabling factors were inclusion of CLA in GoLD’s design, engagement across stakeholders, and systems that
fostered effective collaboration.
The way in which GoLD’s design embedded CLA provided the foundation for this success. The integrated approach
and relationships GoLD fostered since its start were central to the effectiveness of these collaboration efforts. This
is something donors can consider for future programming—designing with a greater emphasis on integration. As
this case demonstrates, when projects share strategies and resources, and collaborate, they can achieve greater
gains together.
Across each project, support from chiefs of party and robust engagement from staff helped the collaborative
committees to function and achieve results. Additionally, upper-level USAID engagement provided the
encouragement for projects to work together towards common goals, share resources, and spend resources in a
way that doesn't only support their own interests.
In terms of structures and systems, efforts like these require communication platforms and protocols established
beforehand. It is important to focus on concrete operations and swift decisions, while embracing adaptive
management and responding to changing contexts and new information.
Beyond the extreme challenge of working in a new reality, the biggest challenge this CLA case faced was changing
the way projects work together. Traditionally, projects focus on their own goals, their own indicators. In a
multi-sectoral crisis, our response can be improved by leveraging everyone’s expertise, resources, and networks.
Still, this way of working—each bringing a piece of the pie and finding a way to fit it all together—faced
socio-cultural, professional, organizational, managerial, technical, and logistical challenges. It represented a new
way of working for some projects. Our experience suggests that when projects are designed with CLA at the core,
and intentional, resourced, strategic collaboration can begin from the very start, this new way of working can help
us all achieve greater results.

7. Was your CLA approach prompted by a response to the COVID-19 pandemic? If so, how?
As described above, GoLD implements a range of CLA approaches: significant internal and external collaboration
on every activity; robust learning through M&E data, learning agenda, and pause-and reflect-sessions; and
adaptation through platforms that support learning, piloting, and scaling.
For the case described here, COVID-19 prompted the efforts to accompany local governments in their COVID-19
response and champion the major multi-project collaboration model. Although the pandemic was not the instigating
cause of GoLD’s embrace of CLA, its urgency and pervasive ability to affect the entire population brought the CLA
approach to the forefront of how GoLD thought about solutions. GoLD’s foundational CLA efforts meant that the
activity’s expertise could be put to use in developing effective response actions. This case relied on the extensive
collaboration and relationship building of GoLD with other projects, Government of Senegal actors, and USAID.
And the uniqueness of all government actors and sectoral projects coming together, building something bigger than
any one of them could have alone, is a bright spot in Senegal’s response to the pandemic. In this pandemic, as with
many significant challenges we face, “alone we go fast, together we go far.”

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.

