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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: Fatoumata Danfa, database manager, reviews data collected through the Union des Femmes Productrices de Ross Béthio (women's farmer organization). Credit: Xaume Olleros for RTI International. 
	Case Title: Senegal's Cereal Farmers Use Data to Scale-up Technology Adoption for Big Results
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	Summary: Agricultural extension is key to spreading new technologies, promoting behavior change, and improving incomes and resilience to shocks. When national extension services frustrate and disappoint, where can farmers turn for inspiration, empowerment, and sound advice? With the intention of developing a systematic, cost-effective, and reliable way to share information with cereal farmers in Senegal, Feed the Future Senegal’s Naatal Mbay project and its predecessor have developed an approach to farmer extension focused on data-driven decision making, information sharing among farmer organization members, and scheduled opportunities to review and reflect on the annual production and marketing results. Where once farmers were considered data illiterate, they now are seeing the results of their production choices through data. They are adapting to a new way of thinking, based on evidence and shared through internal and external collaboration with fellow farmer members and market actors. Naatal Mbay has embraced the CLA approach from inception by using farmer-owned data bases not only as the foundation of project M&E data collection, but also as the foundation for farmer-owned extension services. Reaching over 100,000 farmers since 2015, results are impressive with average yields increasing by 16%. It is estimated that while the average cost of extension and advisory services to farmers in Senegal is $100/farmer, Naatal Mbay has achieved positive results at an average of $10/farmer by promoting collaboration among members, continuous learning based on evidence, and funding of annual seasonal debriefing sessions designed for reflection of results, leading to adaptation and adoption by farmer members.   
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	Impact: Without a CLA approach, our project would have developed a centralized database system to feed our M&E indicator tracking. The project would have hired staff to collect, enter and analyze data. Results would be reviewed and discussed first at the project team level, then priority findings shared back with farmers for their consideration. Data would be aggregated for project reporting purposes, with little information provided back to the farm level. Extension agents, paid as project staff would require motorcycles, fuel and per diem. At the end of the project, the cost of the extension system would be significantly higher -- recent estimates calculate the average cost of our extension system as $10/farmer, where other systems are often cited above $100/farmer. Farmers are in control of their own data and have been able to parlay their data beyond extension to increased access to credit.  
	CLA Approach: After selecting partner farmer organizations, we met with agriculture specialists and farmer network members to develop basic technical packages that detailed best practices for improved cereal production. Technical packages include practices such as seed spacing, planting times based on rainfall, and seed varieties. Monitoring the uptake and tracking the impact of adoption of new production practices from season to season provides farmers with the evidence base to make decisions about future actions. Comparing results from season to season, as well as results of different practices among different farmer members, could empower farmers to dig deeper into the correlation between practices and yields. In setting up the system, we asked a series of questions: Who had the skills to collect and track the data? Where would data be stored? How could the data be used for different purposes?  Conventional wisdom would engage trained M&E specialists paid by the project to ensure project data is available when needed. With the objective of empowering farmers to make decisions using their own data, we instead decided to train local farmers in basic digital literacy tools. With a variety of digital tools on offer, the initial impulse could have been to identify a specialized cloud-based application to support data collection. However, we were committed to keeping it simple in order to ensure farmer-level ownership of the system, so we targeted software that could serve multiple purposes such as Excel, Powerpoint, and DropBox. By using widely available software, data managers have more incentive to develop skills and alternative uses for those skills. Data managers are provided with a laptop computer and trained in data collection, spreadsheet creation, data entry, manipulation of spreadsheets using formulas and even how to produce pivot tables to analyze the data. Seasonal debriefs are natural opportunities to “pause and reflect” on best practices. Using example templates from the project team with charts and graphs of production results or building their own, farmer networks share their results at regional levels, and then across the entire rice, maize or millet value chains and collaborate externally with market actors. With the data at the foundation, relationships have been built with value chain actors such as banks, insurance companies, and millers. Dialogue between regional agriculture offices, national meteorological agency, as well as other donor agencies such as World Food Program have evolved based on the farmer-owned databases. Production and marketing data for over 100,000 farmers are now included in system, which serves as the basis for determining input requirements, credit and risk assessment, and ultimately contractual agreements and insurance coverage. As farmers have grown to appreciate the benefit of data collection and analysis, better organized groups have sought ways to reduce data entry errors and increase the timely analysis of data. The project team has continued to adapt the approach by looking at mobile applications for those groups ready to move to the next level. We identified an existing smartphone app in use in Senegal for a health care case management - CommCare by Dimagi. Working with Dimagi, selected farmer databases were incorporated into the more advanced mobile data collection system. Finding the “best fit” for the farmer owned data bases and extension system, we sought to introduce innovations which promote decision making, continuous learning, and internal and external collaboration.  
	Why: We decided to take a CLA approach because we realized that in order for farmers to take ownership of extension services, they needed to fully appreciate the reality of their own farms: their plot sizes, input requirements, production figures, conditions favorable to good production, and the techniques they use to produce their food. As each season passes, farmers are making decisions based on their previous seasons, in hopes of improving their household food and income situation. By placing data collection and analysis in the hands of farmers, they are encouraged to monitor their production, develop strategies to improve their results, and be effective change agents within their own communities. And by focusing on data-driven learning, farmers adapt and improve practices from season-to-season, share lessons with each other, and develop their own internal learning networks at the farmer organization level, which then link with regional and value chain wide groups to further spread the learning. The process culminates in “seasonal debriefs” at the end of each production cycle, which presents a natural "pause and reflect" opportunity. Over the course of each season, farmers collect relevant data, tracking certain indicators during the season and then analyzing the results at the end of the season. The results serve as the foundation for the annual seasonal debriefs, or learning sessions, which create openness as farmers are encouraged to question results, methods, failures, and successes. This process strengthens collaboration internally within the farmer groups, as well as with external private sector actors such as banks, millers, traders, and insurance companies. 
	Context: When Feed the Future Senegal started operations in 2011, empowerment of smallholder farmers in cereal value chains was a central tenet of the initiative. First implemented under Projet Croissance Economique (PCE) and continued under the Feed the Future Senegal Naatal Mbay project, this strategic focus on smallholder empowerment required a new approach to engaging smallholder farmers in a manner that was meaningful, culturally appropriate, and sustainable. Farmers had grown weary of unreliable government extension workers but needed access to valuable information delivered through extension services, such as best production practices and technologies. The challenge was clear: to identify relevant, cost effective, and sustainable technologies and innovations suited to smallholder cereal farmers, promote the adoption of those technologies, and facilitate a sense of ownership over the process. Taking a facilitative approach, the team needed to establish a solid foundation upon which farmers could build their skills.Mindful that any payments offered at the beginning of the project would set the tone for ownership down the road, the design for delivering extension services needed to tap into existing organizations' resources and talents rather than hiring additional project staff. The majority of local NGOs who are typically called upon to provide services to smallholder farmers were largely dependent upon donor projects, and their limited understanding of markets reduced their capacity to support market systems change. There was, however, a strong tradition of farmer organizations in Senegal working together and a belief in the market as the driving force behind successful economic growth. With an appreciation that farmers make decisions based on experience and evidence, we sought to introduce a data management system that would provide them with the evidence needed to adopt new practices. Armed with data, the challenge was to develop a farmer-centric system for data collection, analysis and information sharing. 
	Lessons Learned: The commitment is to the process and not the product or result; while we saw results quickly, it is important to be consistent with the target population to assure them that the process will result in a better program, and we are not predicting or depending on their results – which could lead them to report to please the project team. The project team needs to embrace flexibility and adaptability. If the CLA approach is to work, it needs to build on local cultural practices and norms. Senegalese are comfortable meeting and talking in public, so the seasonal debriefs are a good cultural fit and a natural “pause and reflect” moment.  You must have a continuous and extended period – CLA is change – and one can only appreciate the sustainability and institutionalization of the CLA process if it takes place over time. 
	Factors: Senegalese farmers’ willingness to work collaboratively, coupled with a formal legal structure (groupement d’interet economique or GIE), provided a foundation to build upon for meaningful collaboration and collective action. Furthermore, Senegalese farmers in general are strong communicators who are willing to share their successes and failures amongst themselves. This open posture enabled the frank and honest discussions we have witnessed at the seasonal debriefs, which in turn promotes farmers to adopt new practices. In cereal production, the practices are relatively straightforward, so the guidance for improved production practices could be simplified and put into graphic form, making it accessible to all farmers, regardless of literacy levels. Not every group, however, is ready for this level of engagement, and we have a policy of dropping a group the next season if they don’t hit key milestones associated with data collection and data sharing. Likewise, we don’t continue to support the group if they exhibit organizational or leadership weaknesses, inhibiting or blocking information sharing or openness among membership. While the cost of the farmer owned extension system is minimal, and farmers indicate they would continue to “pause and reflect” and make decisions based on their own evidence without the project, participating farmers are receiving some level of support to collect data and share findings amongst each other.   
	Impact 2: The CLA approach has strengthened farmer networks which have become the backbone of commercial cereal production in Senegal. Through collaboration, farmers are now marketing cereals worth $15,899,976, a 51% increase from baseline in 2015, and accessing $21,972,112 in agricultural credit, an increase of 185% since 2015. Secondly, evidence serves as the foundation for learning and decision making –more than 28,000 farmers are accessing agricultural insurance – thanks to the data generated through the extension system developed using CLA approaches. And lastly,103,699 farmers now have access to improved technologies such as certified seeds. Evidence has convinced farmers to make changes to their farming practices which has resulted in increased incomes and better food security. While farmer organization membership may be based initially on geographic proximity to other farmers or may focus at the regional level linked through specific value chains (i.e. maize or rice), kinships provide an additional means of collaborating with groups outside of the direct project sphere; immediate and extended family can also benefit from the farmer-owned extension system. Naatal Mbay has documented “spill over” effects of the farmer-owned extension system; once the style of information sharing is understood and accepted, there are no limits to how many farmers can be affected by the extension system. 


