
Case Title:  

Name: 

Organization: 

Summary: 



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: Rich Findings, Low Price: Monitoring Dekkal Geej’s Fisheries Observers
	Submitter: Massamba Dieng & Ashley Bishop
	Organization: Winrock International
	Summary: To combat illegal, underreported and unregulated (IUU) fishing in Senegal, the USAID/Dekkal Geej (Reviving the Seas) Project assisted the Fisheries Monitoring and Protection Service (DPSP) of the Ministry of Fisheries and Marine Economy (MPEM), to train 54 government fisheries officers as fisheries observers in August 2020. The DPSP was facing a shortage of qualified observers, due to attrition and under staffing. Eighteen months after the training was completed, Dekkal Geej wanted to find out what happened with this cohort of trainees. Were they able to use their training to affect change? The USAID/Dekkal Geej team used a Collaborating, Learning and Adapting (CLA) approach to conducting M&E for learning, and maximizing project resources using a cost-effective model by conducting phone interviews with 50% of the trainees. Surprisingly, only 55% of those interviewed reported having at least one observation mission since the training, with most of those reporting only one observation mission in the 18 months since the training. The USAID/Dekkal Geej team used these findings to improve not only future trainings but the technical support to the DPSP to increase the opportunities for observers to play this important role in the fishery ecosystem of Senegal.
	Context: Senegal is the second largest fish producer in West Africa. Fish products are a key primary export, and the level of fishing effort is increasing due to increased artisanal, semi-industrial and industrial fishing. Fish is an essential source of protein for most Senegalese, with a growing domestic demand for fresh and processed fish throughout the country. There is also an important sub-regional market for both dried and smoked fish that supplies countries in the West African interior, with much-needed protein. Demand for fish meal is also increasing on international markets. Increased pressure on Senegal’s fish stocks is exacerbated by an open-access regime, an overabundance of fishers, industrial fishing and illegal fishing practices, which are thought to cost the nation approximately $300 million annually in lost revenues.The USAID/Senegal Dekkal Geej (Reviving the Seas) project is funded by the United States Agency for International Development (USAID) and implemented by Winrock International. A Feed the Future project, Dekkal Geej works with local and national governing institutions, civil society actors and the private sector to improve the sustainability of Senegal’s fisheries sector by improving management practices while addressing the increasing domestic and international demand for fish, to improve food security, increase incomes and strengthen resilience. In 2020, Dekkal Geej (DG) supported the Fisheries Monitoring and Protection Service (DPSP) of the Ministry of Fisheries and Marine Economy (MPEM), to train 54 government fisheries officers, including one woman, as fisheries observers to contribute to the fight against illegal, unreported and unregulated (IUU) fishing.
	Dropdown2: [CLA in Implementing Mechanisms]
	CLA Approach: The DPSP was facing a shortage of qualified observers, due to attrition and understaffing. In this case, Dekkal Geej’s theory was that by increasing the number of qualified fisheries observers, there will be more available to go out on observation missions. In August 2020, training was conducted for 54 individuals. Eighteen months after the training was completed, Dekkal Geej wanted to find out what happened with this cohort of trainees. Were they able to use their training to then affect change? The USAID/Dekkal Geej Activity Monitoring, Evaluation & Learning Plan (AMELP) monitors information about training numbers but did not plan to conduct a follow up survey like this. The Dekkal Geej leadership team, establishing a clear culture of learning and active inquiry, requested that the Dekkal Geej MEL Team develop a plan to follow up with this group. Of the 54 trainees, 20 participants were contacted and interviewed by telephone in January 2022, approximately one and a half years after the training. The team aimed to speak with at least 50% of the cohort participants – not based on designing a quantitative sample per se, but set it as a goal to reach. When calling up individuals over a year after a training, it can be challenging to get interested respondents! The MEL team developed a survey that could be administered over the phone. To keep it short, the survey was only 7 questions, with some short follow up questions based on the respondent’s answers. Guided by the Dekkal Geej technical team, the survey was designed to ask crucial questions on key application of skills as fishery observers. Critically, the team asked questions about whether or not members of this group have been able to do any observation missions (Have you had the opportunity to embark on observation missions after the training?). If they had, the team asked how many missions. If not, they asked why not. Another question asked if they had received the appropriate authorization by receiving a Maritime Passport (Livret Maritime). If not, they asked for further details to understand why.All 20 participants contacted took the time to answer all questions. Each interview lasted between 15 and 20 minutes.
	Dropdown1: [M&E for Learning]
	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: Building a Learning Culture: The Chief of Party, Deputy Chief of Party, MEL Director and Technical Leaders of the DG project have built a culture of learning. In this spirit, the team regularly conducts follow up calls and visits to collect information about how DG’s activities have been working. This vision casting has led to creative ways to follow up. This example of calling trainees after the training is an excellent example of this. While the M&E team’s MEL plan includes performance indicators on numbers of individuals trained, the MEL plan didn’t have explicit plans to do post-training follow up. Instead, through discussions within the team, it was determined that following up with the original cohort of observer trainees long after their training would provide essential information.Resources: This low-cost option was easily implemented by the team. The MEL team and Technical Leaders developed a questionnaire to ask trainees about their experiences, with the questions about numbers of boat trips taken post-training becoming a key proxy indicator of improved use of skills. The short questionnaire was then administered over the phone by the MEL Officer. Given the small number of respondents, it was possible do conduct the survey in about 7 hours total. The MEL Officer organized these phone calls within his regular workload. Without traveling to conduct face-to-face interviews, these phone interviews provided rich information for a fraction of the cost.
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: The Dekkal Geej team was surprised to learn that almost 18 months after the training, relatively few observation trips have been conducted by this group of trained fishery observers. Of the 20 people interviewed, only 11 people reported having at least one observation mission since the training, which is 55%. While this group of 20 was not randomly selected from the group of 54 trainees, it is a large enough proportion to conclude that overall the rate of observation missions is likely lower than expected. The questionnaire also asked participants if they had the correct authorization to board boats as an official fishery observer. In addition to being trained, individuals must possess a Maritime Passport (Livret Maritime) or have boarding authorization – a process that they then must conduct on their own after the training. Of the 20 people interviewed:• One was already authorized to board (as a DPSP agent)• 14 had submitted their applications for the maritime passport• 5 had not submitted their applications even 18 months after the training, citing being too busy, having medical issues, or being confused about the requirements of the process.Another reason that trained individuals haven’t yet served as observers may be due to the DPSP’s organizational process or scheduling of observers. In at least one case, a trainee mentioned that he had never received a request to participate, while two others mentioned that they were called but too busy and unable to participate. Of those who had participated in observation missions, only 1 trainee had participated in 2 missions; the remaining 10 had only participated in 1 mission. This might be partly due to the suspension of EU fishing licenses, but also due to the absence of observers placed on national fishing boats. The rate of embarkation of the trained observers could be improved with the presence of observers on Senegalese flagged vessels. It would be useful to have strong commitments from the DPSP and the participants, to facilitate the effective embarkation of observers after training sessions are completed. In addition, means must be found to make the job of observer even more attractive to increase the number of qualified observers needed to for effective control of industrial fishing in the Senegalese exclusive economic zone (EEZ).The Dekkal Geej Team is using this rich information to help plan their work with the DPSP. They plan to further discuss the findings with DPSP, offering them the opportunity to contribute to addressing any constraints and barriers and to develop adaptive actions by both institutions to sustainably reduce the shortage of qualified observers on industrial vessels to combat IUU fishing practices in Senegal. Additionally, Dekkal Geej’s Team is taking this into account when planning future trainings of more fishery observers.


