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Summary:

SUMMARY SECTION:

In response to (2010) Kenya’s new constitutional order that adopted devolution as the governance structure with 47
county governments, USAID/KEA had to adapt its way of engaging with the people of Kenya through the devolved
structures. In its Country Development Cooperation Strategy 2020 - 2025, the KEA Mission has structured strategic
collaboration at the county level in 25 priority counties. For this to be effected, the Mission has established
cross-Mission County Liaison Teams (CLTs) that bring together 5-6 Mission staff from across the teams to be the
strategic focal point for relationship building with the counties’ public, private and civil society sectors. The Mission
currently has 15 operational CLTs which are improving USAID/KEA’s two-way communication and customer service
at the county level. They represent the Mission’s Front Office in the relationships with senior county officials as well
as serve as a feedback loop to the Mission on award performance, relationship management and local ownership
and sustainability. The CLTs coordinate, liaise and institutionalize knowledge sharing and relationships with
counties, thus strengthening the alignment of USAID’s work with county development priorities.

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 e Openness

e External Collaboration Relationships & Networks

e Technical Evidence Base e Continuous Learning & Improvement

e Theories of Change e Knowledge Management
e Scenario Planning ¢ Institutional Memory

e M&E for Learning e Decision-Making

e Pause & Reflect e Mission Resources

e Adaptive Management e 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?

Kenya’s 2010 constitution created 47 new county governments and devolved a number of county-level government
functions. Since then, USAID’s Mission for Kenya and East Africa (USAID/KEA) operations and programs have been
evolving to maximize the potential of this new county-level ownership as a result of devolution. In the development of
the 2020-2025 Country Development Cooperation Strategy (CDCS), the Mission held 16 separate consultation
events, engaging with more than 900 Kenyans across all 47 counties, to listen to their priorities, concerns, challenges
and solutions. This included the voices of: the private sector, civil society, and public sector at the national and
county levels on their key development needs

Among the findings from these consultations was also the realization that much of Kenyan society has deeply
entrenched ethnic ties which often creates negative challenges;, toxic masculinity; and nepotism due to systemic
inequalities which have enabled Kenya'’s public sector leaders to have greater access to the benefits of political and
economic opportunities.

Additionally, the private and civil society sectors have been largely marginalized in the development agenda of the
country. In response to this scenario, USAID/KEA is pivoting its relationship with the Government of Kenya, the
private sector, and civil society to re-balance power between these three sectors and help Kenya better own, lead,
and manage its own development to benefit the majority of Kenyans.

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

As the Mission recognized that Kenya’s complex devolved government requires targeted and integrated solutions and
deliberated on its organizational redesign to better implement such a strategy, USAID/KEA identified five key
organizational development themes, central among them being locally-led development and integrated programming.
Both of these interconnected priorities rely heavily on systematic and intentional internal collaboration as well as
collaboration with external stakeholders.

The Mission aims to use cross-sectoral efforts to amplify the impact of USAID interventions, as compared to the
previous siloed approach. This includes increased integration of humanitarian assistance programming in the CDCS,
thereby expanding the Mission’s human and financial resources, and strategically broadening the Mission’s ability to
strengthen Kenya’s resilience and regional influence. USAID/KEA will achieve integration through:

Intra-Activity Cross-Sectoral Implementation,
Inter-Activity Coordination,

Inter-Activity Cooperation and

Inter-Activity Collaboration.



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.

As a platform for this internal and external collaboration, the Mission constituted County Liaison Teams (CLTs) to
strengthen engagement and accountability at the county level in USAID’s implementation of its CDCS. CLTs also
improve USAID/KEA’s two-way communication and customer service at the county level, representing the Mission
in the relationships with senior county officials as well as serve as a feedback loop on award performance and
relationship management.

The Mission established a Secretariat to manage the CLTs agenda, drawn from the Front Office, Legal Office,
Program Office and the Office of Acquisition and Assistance. The Secretariat developed the initial draft of the Terms
of Reference (TOR) for the CLTs and shared these with the entire Mission in an open call for staff to volunteer to
serve as members of the new CLTs.

The CLTs consist of 5-6 staff members and were constituted based on the the following considerations:
County-specific knowledge (e.g., local language and/or contacts); Balance of staff with county-specific knowledge
with Kenyan staff from other regions to promote national inclusion; Sector-specific expertise; Gender balance; and
Representation of an appropriate cross-section of relevant Mission offices.

The intention was to leverage a broad range of Mission resources to enhance the relationships with the county
stakeholders in the public, civil and private sectors. Once each CLT was constituted, the Mission sent an
introductory letter to the respective County Governors with a copy to the Chiefs of Parties of all USAID implementing
partners in the counties. The letter included brief biographies of the USAID/KEA team members and a list of all
activities implemented in the respective counties for accountability. The letter invited each county governor to sign a
non-binding Memorandum of Understanding with USAID and to establish a counterpart liaison team of county
government staff. In all the cases, the governors responded positively by nominating teams of 5-6 members to
implement a collaboration framework with their USAID counterparts.

The Mission started with the initial eight CLTs as part of Prosper Africa counties, and later established three more
CLTs in counties that represented the northern arid lands program counties, and finally developed four new CLTs
representing high disease burden counties. In the spirit of learning and adapting, 6 months after the establishment
of the initial 11 CLTs, the team held a pause and reflect session that generated valuable feedback on the level of
effort, the assumptions in the TOR, the processes of team formation and the leveling of understanding of the role of
the CLTs among all the CLT members. This feedback was utilized in the establishment of the subsequent CLTs, led
the Secretariat to re-socialize the CLTs agenda with the entire Mission to enhance the enabling environment for all
the CLTs, and started monthly micro-learning sessions for the CLT members to address key competency
requirements in the implementation of the CLT model. The Mission has since held three pause and reflect sessions
on the CLTs and used the lessons to improve the processes and tools used in the implementation of the model.

The Front Office and Mission Management has allocated adequate resources for the success of the collaboration
framework, including sponsoring six staff to participate in a Harvard Kennedy School Executive Program on
Creating Collaborative Solutions. Those six participants have brought their learnings back and shared them during
the CLT micro-learning sessions.



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 CLTs, in collaboration with their county counterparts, have started developing Sector Technical Annexes that
define joint priorities and performance metrics for joint implementation and monitoring of agreed-upon results. The
teams convene strategic conversations between the county government officials and implementing partners of all the
USAID-funded activities at the county level, which also enhances accountability and transparency in the
implementation of USAID-funded activities.

For the first time in USAID/KEA programming, all AORs and CORs managing activities in the same counties have to
structure the collaboration of their activities, including joint work planning, joint monitoring and joint reporting, together
with their county government counterparts. It is also the first time that county government leadership in Kenya have
full visibility of the whole breadth of USAID investments in their counties. This has ensured leveraging of county
government resources in the implementation of USAID funded activities that also better align with local government
priorities.

The CLT platform has also provided leadership opportunities for many Mission staff who are now empowered as
strategic representatives of the Front Office at the county level. These include Administrative Assistants who now
play more strategic leadership roles through the CLTs, either as team leads or coordinators of the development of
Sector Technical Annexes. The joint work planning convened by the CLTs has also enabled all technical teams that
implement activities within certain counties to collaborate better. In terms of information sharing, the CLTs have
become the go-to resources for USAID and Embassy teams seeking to engage with the counties.

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?

The Mission celebrates accelerated development results within the initial 18 months of the structured county
collaboration frameworks developed through the CLTs.

A good case in point was the joint work planning of all the COVID-19 funds that came through various funding
channels yet were jointly programmed according to shared priorities. All implementing partners and the county
government counterparts jointly developed the county-wide COVID-19 response with the various sources of
resources contributing to the joint workplan. Without the structured collaboration framework, each partner, including
the county governments, would have designed and implemented their standalone responses, which would not have
been as effective and efficient.

On health products and supplies, in November-December 2020, the Mission’s Health, Population and Nutrition Office
effectively and efficiently utilized the established CLTs to expedite the distribution of 200 ventilators to aid the
treatment of COVID-19 patients. There was a sharp contrast in terms of speed of delivery and nature of relationships
created between counties that have CLTs and those that do not.



6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

There were several enablers and obstacles to our CLA approach. Some of the enablers included goodwill and
support by the Front Office. The Front Office clearly articulated its expectations of the CLTs as strategic
representatives of the Mission at the county level, and this provided legitimacy and empowerment to the teams as
they engaged externally with their county counterparts and internally with Mission staff, especially the AORs and
CORs. In situations when the teams encountered challenges breaking through barriers at the county levels, the
Front Office mediated in order to the path for the CLTs in very difficult situations.

In terms of obstacles, we have had both internal and external obstacles. Externally, the shift from transactional to
transformational relationships with our county counterparts was initially resisted as both county counterparts and
our traditional implementing partners wondered about the motive of the shift. In the past, communities have been
conditioned to perceive USAID as aloof and elite, hence the initial reluctance by partners to open up to honest
conversations. This shift to closely collaborating with all partners at the county level requires greater accountability
and transparency across the board, with mutual openness being a critical value. Past practices seem to have
caused the initial, and to some cases, ongoing hesitance to closely collaborate. Open conversations, at times
facilitated by a Mission Support Mechanism, with consistency in messaging about why USAID has made the shift,
has helped improve the relationships. Full disclosure of all USAID county investments has also endeared the
Mission teams to the county counterparts who can now appreciate the extra resources in addressing county
priorities.

Internally, some activity managers were initially hesitant about the shift towards closer collaboration which seemed
to tear away control over their activities at the county level, as they were now required to jointly design their work
plans in collaboration with the other activities in the same county. With adequate clarification of the division of roles
between the CLTs and the AORs/CORs, alongside the inclusion of those AORs/CORs in the CLTs, the working
relationship between the two groups improved and helped present a united USAID agenda at the county level.

7. ’Was your CLA approach prompted by a response to the COVID-19 pandemic?1 If so, how?

No, the Mission had already decided on this approach, yet the pandemic made it even more clear why structured
collaboration is the most efficient way of managing development programs in a complex environment like Kenya.

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.


https://www.usaid.gov/selfreliance
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	Why: 
As the Mission recognized that Kenya’s complex devolved government requires targeted and integrated solutions and deliberated on its organizational redesign to better implement such a strategy, USAID/KEA identified five key organizational development themes, central among them being locally-led development and integrated programming. Both of these interconnected priorities rely heavily on systematic and intentional internal collaboration as well as collaboration with external stakeholders. 

The Mission aims to use cross-sectoral efforts to amplify the impact of USAID interventions, as compared to the previous siloed approach. This includes increased integration of humanitarian assistance programming in the CDCS, thereby expanding the Mission’s human and financial resources, and strategically broadening the Mission’s ability to strengthen Kenya’s resilience and regional influence. USAID/KEA will achieve integration through:

Intra-Activity Cross-Sectoral Implementation, 
Inter-Activity Coordination, 
Inter-Activity Cooperation and 
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	Lessons Learned: No, the Mission had already decided on this approach, yet the pandemic made it even more clear why structured collaboration is the most efficient way of managing development programs in a complex environment like Kenya.
	Factors: There were several enablers and obstacles to our CLA approach. Some of the enablers included goodwill and support by the Front Office. The Front Office clearly articulated its expectations of the CLTs as strategic representatives of the Mission at the county level, and this provided legitimacy and empowerment to the teams as they engaged externally with their county counterparts and internally with Mission staff, especially the AORs and CORs. In situations when the teams encountered challenges breaking through barriers at the county levels, the Front Office mediated in order to the path for the CLTs in very difficult situations.
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	CLA Approach: As a platform for this internal and external collaboration, the Mission constituted County Liaison Teams (CLTs) to strengthen engagement and accountability at the county level in USAID’s implementation of its CDCS. CLTs also improve USAID/KEA’s two-way communication and customer service at the county level, representing the Mission in the relationships with senior county officials as well as serve as a feedback loop on award performance and relationship management.

The Mission established a Secretariat to manage the CLTs agenda, drawn from the Front Office, Legal Office, Program Office and the Office of Acquisition and Assistance. The Secretariat developed the initial draft of the Terms of Reference (TOR) for the CLTs and shared these with  the entire Mission in an open call for staff to volunteer to serve as members of the new CLTs. 

The CLTs consist of 5-6 staff members and were constituted based on the the following considerations:
County-specific knowledge (e.g., local language and/or contacts); Balance of staff with county-specific knowledge with Kenyan staff from other regions to promote national inclusion; Sector-specific expertise; Gender balance; and Representation of an appropriate cross-section of relevant Mission offices. 

The intention was to leverage a broad range of Mission resources to enhance the relationships with the county stakeholders in the public, civil and private sectors. Once each CLT was constituted, the Mission sent an introductory letter to the respective County Governors with a copy to the Chiefs of Parties of all USAID implementing partners in the counties. The letter included brief biographies of the USAID/KEA team members and a list of all activities implemented in the respective counties for accountability. The letter invited each  county governor to sign a non-binding Memorandum of Understanding with USAID and to establish a counterpart liaison team of county government staff. In all the cases, the governors responded positively by nominating teams of 5-6 members to implement a collaboration framework with their USAID counterparts.

The Mission started with the initial eight CLTs as part of Prosper Africa counties, and later established three more CLTs in counties that represented the northern arid lands program counties, and finally developed four new CLTs representing high disease burden counties. In the spirit of learning and adapting,  6 months after the establishment of the initial 11 CLTs, the team held a pause and reflect session that generated valuable feedback on the level of effort, the assumptions in the TOR, the processes of team formation and the leveling of understanding of the role of the CLTs among all the CLT members. This feedback was utilized in the establishment of the subsequent CLTs, led the Secretariat to re-socialize the CLTs agenda with the entire Mission to enhance the enabling environment for all the CLTs, and started monthly micro-learning sessions for the CLT members to address key competency requirements in the implementation of the CLT model. The Mission has since held three pause and reflect sessions on the CLTs and used the lessons to improve the processes and tools used in the implementation of the model.

The Front Office and Mission Management has allocated adequate resources for the success of the collaboration framework, including sponsoring six staff to participate in a Harvard Kennedy School Executive Program on Creating Collaborative Solutions. Those six participants have brought their learnings back and shared them during the CLT micro-learning sessions.



	Context: Kenya’s 2010 constitution created 47 new county governments and devolved a number of county-level government functions. Since then, USAID’s Mission for Kenya and East Africa (USAID/KEA) operations and programs have been  evolving to maximize the potential of this new county-level ownership as a result of  devolution. In the development of the 2020-2025 Country Development Cooperation Strategy (CDCS), the Mission held 16 separate consultation events, engaging with more than 900 Kenyans across all 47 counties, to listen to their priorities, concerns, challenges and solutions.  This included the voices of:  the private sector, civil society, and public sector at the national and county levels on their key development needs 

Among the findings from these consultations was also the realization that much of Kenyan society has deeply entrenched ethnic ties which often creates negative challenges;, toxic masculinity; and nepotism due to systemic inequalities which have enabled Kenya’s public sector leaders to have greater access to the benefits of political and economic opportunities. 

Additionally, the private and civil society sectors have been largely marginalized in the development agenda of the country. In response to this scenario, USAID/KEA is pivoting its relationship with the Government of Kenya, the private sector, and civil society to re-balance power between these three sectors and help Kenya better own, lead, and manage its own development to benefit the majority of Kenyans.




	Impact 2: The Mission celebrates accelerated development results within the initial 18 months of the structured county collaboration frameworks developed through the CLTs.

A good case in point was the joint work planning of all the COVID-19 funds that came through various funding channels yet were jointly programmed according to shared  priorities. All implementing partners and the county government counterparts jointly developed the county-wide COVID-19 response with the various sources of resources contributing to the joint workplan. Without the structured collaboration framework, each partner, including the county governments, would have designed and implemented their standalone responses, which would not have been as effective and efficient.

On health products and supplies, in November-December 2020, the Mission’s Health, Population and Nutrition Office effectively and efficiently utilized the established CLTs to expedite the distribution of 200 ventilators to aid the treatment of COVID-19 patients. There was a sharp contrast in terms of speed of delivery and nature of relationships created between counties that have CLTs and those that do not.



