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Panel of country representatives 
discussing sustainability and 
country ownership during the 2-
day Act | West Pause & Reflect 
session. Credit: Act | West/FHI 
360.



1. WHAT: What is the general context in which the case takes place? What organizational or
development challenge(s) or opportunities prompted you to collaborate, learn, and/or
adapt?

2. What two CLA Sub-Components are most clearly reflected in your case?



3. HOW: What steps did you take to apply CLA approaches to address the challenge or

opportunity described above?



4. RESULTS: Choose one of the following questions to answer.

We know you may have answers in mind for both questions; However please choose one to highlight as part of this
case story



5. ENABLING CONDITIONS: How have enabling conditions - resources (time/money/staff),

organizational culture, or business/work processes - influenced your results? How would

you advise others to navigate any challenges you may have faced?

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. 
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	Case Title: CLA for National Leadership of Sustainable NTD Services in W. Africa
	Submitter: Bolivar Pou
	Organization: FHI 360
	Summary: How can a USAID-funded program promote country leadership for sustainable delivery of health services that have been traditionally donor-driven? This question was at the center of the continuous learning activity organized by the USAID Act to End Neglected Tropical Diseases (NTDs) West Program (Act | West). 
NTDs impact the lives of over a billion people globally and are prevalent in rural, low-income communities within low- and middle-income countries, exacerbating existing inequities and challenges. Act | West supports 11 countries in West and Central Africa to achieve elimination and control goals of five NTDs. One of the program’s objectives is to strengthen health systems and mainstream NTD services, which have been traditionally siloed and donor dependent, into government systems so that even once elimination or control targets are met, national NTD programs can continue providing critical services and sustain achievements. The Act | West team had made progress rallying political support around national NTD Sustainability Plans, but leadership and investment by countries for the implementation of these plans have lagged. 
Act | West designed and implemented a Pause & Reflect exercise to deepen understanding of barriers and identify solutions for promoting greater country leadership. The activity included an anonymous stakeholder survey, consultations, an internal learning workshop, a cross-country workshop open to counterparts and stakeholders, and debrief sessions. The exercise resulted in direct connections for counterparts, cross-country learning, and a clearer understanding of how Act | West can strategically support NTD programs to mainstream NTD services into national systems. 




	Context: Decades of donor-supported interventions designed to eliminate and control Neglected Tropical Diseases (NTDs) have led to positive health outcomes while unintentionally perpetuating a lack of national leadership around NTD services. NTD services are critical for both reaching and sustaining elimination and control status, so they must continue even once elimination and control targets are met. 
 
After years of mass drug administration (MDA), prevalence has declined for select diseases. For example, in four countries all districts endemic with Lymphatic Filariasis have stopped MDA and are now under surveillance. With the elimination and control of some NTDs within reach, the sustainability of national NTD services, such as ongoing surveillance and morbidity management, is a growing concern. NTD services are highly dependent on donors: drugs are donated, NTD data lives outside health management information systems, and national NTD programs (NTDPs) are predominantly donor-funded. 
 
One of Act | West’s intermediate results focuses on health systems strengthening to improve the sustainability of national NTD services. Act | West collaborated with NTD communities to develop and use a sustainability framework, identifying areas for investment and coordination to increase NTD service sustainability. The team supported the development of national NTD service Sustainability Plans, which have been politically validated by Ministers of Health in 7 countries. 
 
While NTD Sustainability Plans represent a level of political buy-in, their implementation requires increased national leadership, investment, and cross sectoral engagement for effective policy changes. The Act | West team used a Pause & Reflect to promote exchange across the 11 countries in the project’s network and between NTDPs and other national stakeholders, to reflect critically on increasing country ownership of of sustainable NTD services.

	Dropdown2: [Pause & Reflect]
	CLA Approach: The Act | West team designed and executed an intentional five-step Pause & Reflect process: 1) an anonymous survey; 2) in-person consultations; 3) an internal workshop; 4) an external stakeholder regional workshop; and 5) debrief sessions. The goal was to promote learning and exchange across Act | West and the larger NTD community to promote greater ownership and investment in sustainable NTD services. More specifically, the team aimed to collect, analyze, reflect on, and exchange information to 1) reflect on portfolio-wide and country-specific perspectives and facilitate cross-country learning; 2) deepen understanding of current sustainability challenges and priorities of counterparts and agree on necessary adjustments to assistance provided by the project; and 3) shape the implementation of national NTD Sustainability Plans.
 
The team began the process by conducting an anonymous survey to gather candid insights from various stakeholder groups within each country (Act | West staff, NTDP staff, and partners from within MOH, Ministry of Education, and other relevant ministries). The survey data, which was analyzed and shared with Act | West teams and counterparts during later stages of the Pause & Reflect, illustrated sustainability priorities, anticipated challenges, types of technical assistance partners have found most useful, and how equipped and committed they feel to implement NTD Sustainability plans. 
 
To complement the survey, Act | West provided a set of questions to country teams for in-person consultations sessions with key NTDP staff members. These consultations were used to collect more tactical inputs on priorities for Sustainability Plan implementation and to inform any necessary updates to Act | West’s support approach. The consultations also helped to inform the presentations and agenda of the internal workshop that followed.
 
About a month after the launch of the survey and consultations, Act | West teams from across countries convened in a two-day internal sharing session in Accra to review and process the data from the feedback survey and consultations, and discuss country-specific sustainability progress, priorities, lessons, challenges, and risks. This session brought together the HQ and regional teams from the Act | West consortium with country teams for honest dialogue and learning across the program. While the survey response rate was not high enough to be statistically significant (n=52), the qualitative inputs combined with the insights from the in-country consultations provided basis for productive discussion and learning. Discussions also included identifying key issues, opportunities, and recommendations for successful implementation of Sustainability Plans. This internal session served as a preparatory exercise ahead of a larger, more open Pause & Reflect workshop. The team was able to align on priorities and topics to discuss with external stakeholders.
 
In November 2022, Act | West convened a three-day Pause & Reflect workshop in Dakar with representatives from Act | West’s HQ, regional, and country teams, as well as external guests, USAID, World Health Organization (WHO), the Task Force for Global Health (TFGH), pharmaceutical companies, and other partners as well as NTDPs, Ministries of Health, other national government stakeholders from 11 countries. The workshop agenda was designed to cover a range of NTD sustainability topics and to engage the various types of participants. Day 1 focused on big picture topics discussed by senior-level panelists. Day 2 featured thematic break-out discussions with various counterparts preassigned based on country experiences. Day 3 was designed to hear the perspectives of NTDP Managers, donors/implementing partners, and MOH and cross-sector stakeholders. 
 
Following the Pause & Reflect workshop, the team held an internal debrief and a debrief with USAID to discuss and consolidate insights, lessons, and next steps to apply learnings to Act | West's approach.

	Dropdown1: [Continuous Learning & Improvement]
	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: Several factors contributed to the success of the Pause & Reflect exercise. To begin, the idea had been discussed with USAID the previous year, included in the work plan, and appropriately resourced to allow for two cross-country convenings. 
 
Planning and facilitation were truly collaborative. Act | West’s prime implementer, FHI 360 chaired an eight-person planning committee with members from other Act | West partners Deloitte, Helen Keller International, and World Vision. While all committee members were consulted, it was important to have one member, from Deloitte, drive the development of the survey, workshop agenda, and materials. 
 
Another important success factor was having the final workshop open to external participants. Active participation of senior-level MOH officials and USAID made conversations more concrete and impactful. The Act | West planning team collaborated with USAID to ensure that the workshop agenda reflected the agency’s support without centering USAID in discussions.
 
Planning and implementing the five-step Pause & Reflect was not without challenges. Logistics were complicated at every step given the multiple categories of stakeholders involved across 11 countries including both Francophone and Anglophone contexts. COVID-19 was still a constraint in planning in-person activities. The Act | West logistics team had to be flexible, abide by capacity limitations, and invest in accommodations such as professional translators.  
 
Lastly, during the exercise the planning team learned the importance of having a system for designating roles and responsibilities – who chairs a session and who gets asked to capture notes - both internally and when engaging stakeholders. After many discussions, the team developed a transparent, rational, and equitable system (advanced assignments based on topics with gender parity across roles) that led to improved engagement and better-quality documentation.  
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: Before the Pause & Reflect, Act | West had made progress in the development of national NTD Sustainability Plans but was looking to identify high-impact areas to advance national leadership and implementation. The Pause & Reflect allowed our team to step back and consult with multiple stakeholders across countries to understand barriers and identify solutions.
 
One key discussion point was the need for NTDPs to engage more directly and coordinate with key national government decision-makers within ministries of health, education, and water and sanitation.  NTDP Managers requested that Act | West provide more assistance with communication and mainstreaming NTD agendas into national policy, planning, budgeting, and monitoring processes. 
 
The Pause & Reflect allowed for critical networking. The workshop in Dakar included several MOH Directors of Public Health and Finance, who, for the first time, were able to spend significant time with NTDP Managers, building ties and aligning priorities. Based on participant feedback, this benefit was even more impactful than anticipated by the Act | West team.
 
USAID, WHO, and TFGH participation also allowed for frank discussion on the need for better donor coordination so that assistance does not undermine government efforts to achieve NTD service sustainability. 
 
Lastly, learning opportunities were identified. For example, Ghana’s presentation on integrating morbidity management into national health insurance prompted demand from other countries to learn from their experience. A total of 15 recommendations were made over the course of the regional workshop, which will influence future work planning and prioritization of technical assistance. Recommendations included organizing webinars for cross-country exchange and organizing country-specific Pause & Reflect activities.
 
Insights from this initial CLA exercise have significantly influenced Act | West’s approach to NTD Sustainability Plan implementation – shifting from NTDP institutional support to more engagement with other stakeholders and facilitating more networking and learning. 
 
 
 
 
 
 



