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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?

Photo Caption & Credit: Upload a photo, including a description and photo credit, to the Web 
Form. You do NOT need to upload a photo to this submission case form.

If you are submitting a case on behalf of an Implementing Partner, please inform the 
country Mission of your intent to submit a case. If the country Mission plans to submit 
a case, please work on a joint case submission. 

The CLA Case Competition is managed by USAID's CLA Practice in the Bureau for Planning, Learning and 
Resource Management (PLR) and by the Program Cycle Mechanism (PCM), a PLR mechanism implemented by 

Environmental Incentives and Bixal. 
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	Case Title: Applying Collaborating, Learning and Adapting principles to develop and implement innovation grants 
	Submitter: Abdou GUEYE, Algaye Ngom, Cheikh Gassama, Elzabeth R Fitch, Edgard Ngaboyamahina  & Imane Sene
	Organization: RTI International & USAID/Senegal
	Summary: USAID Owod, an integrated district health activity funded by USAID and implemented by RTI international and its consortium, aims to support the Government of Senegal to address the main determinants of maternal, neonatal, and child morbidity and mortality, as well as malaria-related mortality. To address these, USAID envisioned a dual approach: base Grants for reproductive, maternal, neonatal, child and adolescent health (RMNCAH), malaria and nutrition that all districts receive, and innovation grants awarded competitively for innovative approaches in RMNCAH and nutrition.    Innovation grants are a novel strategy within the USAID technical approach that has not been previously implemented in Senegal. Getting stakeholder buy-in, utilizing monitoring and evaluation data, and providing support or motivation to try new approaches were key challenges to successful innovation grant implementation that required a Collaborating, Learning, and Adapting (CLA) approach. This CLA approach aimed to design innovative solutions with local stakeholder buy-in and, ultimately, local ownership of the projects. The USAID Owod activity utilized consistent internal and external collaboration, monitoring and evaluation data for learning and a pause and reflect approach to successfully design the innovative grants with USAID and local stakeholders and strengthen local actors' CLA capacities. As a result of this process, collaboration with stakeholders is now increasingly integrated into daily activities and data is routinely used for activity planning. We anticipate witnessing changes in the development outcomes targeted by the innovation grants once they are fully implemented because of the local ownership achieved through the CLA process. 
	Context: The Senegal National Health and Social Development Plan (PNDSS) 2019-2028 aims for citizens to be able to access quality healthcare. To help Senegal achieve this vision and as part of the implementation of The Senegal National Health and Social Development Plan (PNDSS) 2019-2028 aims for citizens to be able to access quality healthcare. To help Senegal achieve this vision and as part of the implementation of USAID Senegal's 2021-2026 Health Program, USAID funded a five-year integrated district-level health systems strengthening activity, USAID Owod, implemented by RTI and its consortium partners (Program for Appropriate Technology in Health, PanAfricare, the Aadvisory Association for Action, and the National Alliance of Communities for Health). This Activity serves as a catalyst to transform Senegal’s healthcare system on a large scale by bringing measurable and sustainable improvements to health outcomes to address the main determinants of maternal, neonatal, and child morbidity and mortality, as well as malaria-related mortality.
While there have been measurable changes in the utilization of services including through universal health care expansion, key underlying challenges in access to and the quality of services are still barriers to achieving the PNDSS and USAID health access goals.  USAID envisioned a dual approach to address these barriers: base Grants for reproductive, maternal, neonatal, child and adolescent health (RMNCAH), malaria and nutrition that all districts receive, and innovation grants awarded competitively for innovative approaches in RMNCAH and nutrition. The innovations grants provide the opportunity to test, pilot, scale, and replicate innovative solutions to solve these intractable challenges. However, the implementation of innovation grants was a novelty in the planning cycle in Senegal, requiring engagement from all stakeholders throughout the design, implementation, and monitoring phases for success (Owod, the Ministry of Health, USAID, and other technical and financial partners).  Successfully designing innovations necessitated employing a Collaborating, Learning, and Adapting (CLA) approach to address the challenges of:
● synchronizing the process with all stakeholders
● utilizing monitoring and evaluation data effectively
● providing support or motivation for stakeholders to adopt innovative approaches.


	Dropdown2: [Pause & Reflect]
	CLA Approach: CLA is a guiding mindset in the overall design and implementation of the USAID Owod activity. Prior to award, the co-creation process allowed for the integration of key national and regional stakeholder priorities to be included in the final technical approach. During the activity planning process, we adopted this approach of external collaboration with stakeholders and an emphasis on the use of data to enable different stakeholders and participants to understand project performance. This culture of CLA was essential for the project team and the Ministry of Health to be open to innovations. It is in this context that the project adopted this culture of using CLA in the design and implementation of the innovative grants.

Internally, the USAID Owod technical teams worked on the design of innovative project ideas during collaborative pause and reflect sessions that used monitoring and evaluation results to identify areas of stalled progress. Intervention areas, grant beneficiaries, and financing mechanisms were all discussed and finalized through this internal collaboration. After this stage, we worked with USAID and the Ministry of Health and Social Action (MSAS) to integrate their feedback into the conceptual note design. Based on the general innovation concept notes, we launched an open call for innovation project applications to be carried out by project participants in collaboration with research institutes, universities, or other organizations if necessary. To better understand the purpose of the innovation grants, we organized an online information session for all interested stakeholders to learn more and ask questions about the process.

After the review and selection of innovative project ideas submitted by local organizations, we organized a co-creation workshop with the pre-selected organizations to collectively refine the identified technical offers. This session of pause and reflect that brought together USAID, innovators, entities from the MSAS (General Directorate of Health, Directorate of Maternal and Child Health, Directorate of Research and Statistics Planning, the Health and Social Mapping Unit, Digital Health, and Health Observatory), and regional health directorates allowed these various stakeholders to review project proposals and share their feedback with project applicants to refine proposed interventions. This workshop specifically enabled better alignment of proposed innovative project activities with the USAID Owod activity work plan and districts work plans, and provided an opportunity to share alternative perspectives, provide capacity-building for actors, and support professional network development. Stakeholders also utilized USAID Owod activity and national monitoring and evaluation data during the workshop to design the projects and performance frameworks, using health indicators to set objectives. 

Through this external collaboration and pause and reflect strategy we were able to support the development of innovation grants that were locally owned and responded to the needs of the communities they hope to serve. For example, the design of the innovative project to improve medical evacuation and care for expectant mothers was done through a collaborative approach involving regional health directorates, the health district, the central level of the Ministry of Health, and USAID.
The budgeting process was also carried out following an inclusive and collaborative approach. The innovation idea budget proposals were reviewed by the finance department and the project's technical team to ensure compliance with financial regulations and then we worked in collaboration with the implementing organization to make any necessary changes.
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	Dropdown3: [B. ORGANIZATIONAL EFFECTIVENESS]
	Factors: The inclusion of CLA in the design of the USAID Owod activity, the commitment of project staff and stakeholders, and the availability of financial resources facilitated the design of the innovation grants. The activity planning process of the USAID Owod activity followed an approach of openness to stakeholders combined with the use of data. This culture of openness to new ideas was essential for the project team and the Ministry of Health to be open to innovations. It is in this context that the project adopted this culture of using CLA in the implementation of innovative grants. The support of the project leader, and the availability and commitment of the Owod technical teams, MoH, and USAID were crucial to the success of the activities. The budgeting process was also carried out following an inclusive and collaborative approach. 

The main challenge that we encountered with the CLA process was a hesitation by the regional health directorates and health districts to adapt these new innovative activities proposed by organizations and research institutes into their work plans. These entities of the MoH were accustomed to planning by integrating program and directorate priorities rather than using a collaborative process. Another equally significant challenge was fostering a culture of data-driven design within the process. The collaborative and inclusive approach, with participation from all stakeholders, proved instrumental in helping regions and districts adopt this new way of working.  This approach also facilitated the integration of innovative projects into their annual operational plans. Stakeholders were continually sensitized and coached throughout the process on the value of evidence-based design for achieving improved results




	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: The successful application of CLA in the design and implementation of innovative projects has enabled USAID Owod to establish better collaboration with stakeholders and better use of data for decision-making. Internally, the USAID Owod technical teams now see the added value of increased integration of partners in the design and the implementation of activity innovations. Indeed, the use of external collaboration in the design of the innovation grants enabled the process to be locally led and therefore, more sustainable and smoother to implement with communities. Because of this, the USAID Owod technical teams increasingly use the CLA approach in the design and implementation of activities.
Due to the use of this CLA approach, the teams now take monitoring and evaluation data into account to a greater extent in the planning and implementation of activities because the USAID Owod activity technical teams understand their importance for making evidence-based planning and implementation.  This is because they saw that evidence was used to identify gaps and design programs that have a greater impact at a local level.
 Additionally, one objective of Owod is to provide capacity building technical assistance to regional partners and local organizations which requires rapid adaptation. As such, integrating this CLA approach allowed diverse groups to connect, share and identify innovative ideas and learn more about how to collaborate to submit grant applications.  It also expanded participants' personal and professional networks and helped to improve learning and collaboration skills.
The inclusive and collaborative approach described in this case allowed the development and design of consolidated projects that integrated stakeholder concerns and ensured local ownership through joint development with and financial resource mobilization  by local authorities and community base organizations.



