
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

Case Title: 

Name: 

Organization: 

Summary: 

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

• 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



 

 
 

 

    
  

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? 

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



  

    
  

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. 



  
 

 

 

 

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? 

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? 



  

 

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

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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	Submitter: Arjun Upadhyay
	Organization: Results for Development
	Caption: Testing the content of text messages with a teacher in Senegal.  Credit: Results for Development
	Case Title: Adaptive Learning in Senegal: Improving the use of ICT tools in education 
	Image_af_image: 
	Summary: Lecture Pour Tous (LPT) is a technical assistance program funded by the United States Agency for International Development (USAID)/Senegal and implemented by Chemonics International. The initiative directly supports national reforms led by the Ministry of Education (Ministère de l’Education Nationale (MEN) to improve early grade literacy. As part of the LPT program, Chemonics is 1) providing SIM cards to teachers and directors to allow free calling and messaging between SIM card recipients and 2) sending text messages to teachers and directors about pedagogical and evaluation techniques as well as motivation and encouragement. The piloting of the free calling and texting facilities (called the VPN) and the push text messaging system presented a unique opportunity to use the CLA approach prior to a full roll-out of Information and Communication Technology (ICT) activities. USAID/Senegal approached the Rapid Feedback Monitoring, Evaluation, Research, and Learning (RF MERL) Consortium to use a CLA approach to better understand the challenges teachers and directors face when using the ICT tools. Over a two-week trip to Senegal, the RF MERL Consortium along with senior M&E staff from Chemonics visited six schools in Matam and Kaolack (the regions where Chemonics is piloting the ICT activities) and interviewed 6 directors and 12 teachers. Chemonics has begun to adjust their program activities based on the learnings from local stakeholders interviews. The CLA approach has provided 1) strong technical evidence for decision making on scaling up activities, 2) an opportunity for LPT and USAID/Senegal to pause and reflect, and 3) findings delivered in a timely manner to allow for program course correction.  
	Impact: We expect the CLA approach to spark a range of operational and procedural changes. Chemonics has already signaled that they 1) will review the language and content of text messages prior to delivery and 2) have already dedicated more time during in-service training to explain the objectives of the ICT activity and features of the VPN to teachers and directors. Plans are also underway to organize a steering committee to supervise message development and to establish a clear timeline for message delivery. Having seen the value of an CLA approach, there are plans to invite teachers and directors to a workshop with the steering committee to review message content in order to obtain direct feedback from recipients. Chemonics is also developing a concept note discussing the strategy for scaling ICT tools in other regions and have taken into account findings from the ICT usability and message testing.  In addition, we also expect the CLA process to further develop Chemonics’ relationship with Orange Senegal, the mobile operator providing the SIM cards to LPT. Findings from Lean Testing would allow LPT to indicate more clearly what has been going well and what has not. RF MERL expects that a greater understanding of the issues facing teachers when using the ICT tools will improve the technical discussions Chemonics will have with Orange Senegal. 
	Why: RF MERL is an initiative of the Monitoring, Evaluation, Research and Learning Innovations (MERLIN) Program through the U.S. Global Development Lab. RF MERL applies proven evaluation methods combined with a CLA approach to test the effectiveness of specific components of an activity in rapid cycles to allow for timely feedback and course adjustment earlier than is typically done using standard methods. This approach to program design and implementation for USAID and its partners is an operational innovation championed and pioneered by the Lab and being tested throughout Operating Units within the Agency.USAID/Senegal and Chemonics had already acknowledged the challenges of implementing the ICT activity, such as the need for all participants to use an LPT-provided SIM card and to have access to a cell phone and cellular network. These challenges meant that early usability testing would provide valuable information for LPT on the viability of the VPN and push message interventions prior to scaling the activity to all regions in Senegal. USAID/Senegal approached the RF MERL Consortium – a group of four organizations - to explore whether a CLA approach would be the appropriate methodology to answer their key research questions in a collaborative and timely manner. Following a scoping trip to Senegal to learn more about LPT’s research questions, the RF MERL Consortium, Chemonics, and USAID/Senegal decided that a CLA approach would be helpful in exploring the anticipated challenges of implementing LPT ICT activities because it would provide 1) strong technical evidence for decision making, 2) an opportunity for LPT and USAID/Senegal to pause and reflect, and 3) findings delivered in a timely manner to allow for program course correction.
	Factors: The most difficult aspect of introducing a CLA approach in the form of an RF MERL engagement is garnering buy-in from the implementing agency, who initially view the CLA approach with skepticism. From experience, there is also the tendency from program implementors to view the RF MERL engagement as an activity driven by USAID Missions. The biggest challenge in this project was to demonstrate the value of the CLA process to Chemonics staff.The way the RF MERL team approached this challenge was to make sure LPT and USAID/Senegal were involved at all stages of the CLA process, including the identification of key research questions, selection of right-fit approach to answering those questions, development of interview questionnaires, provision of feedback on the methodology for data collection, and participation in the data collection itself. Having USAID/Senegal participate in initial discussions about research questions and right-fit approaches also demonstrated to LPT the level of importance USAID was placing on the RF MERL approach. 
	CLA Approach: After USAID/Senegal and Chemonics decided to engage RF MERL as their learning partner, the RF MERL Consortium worked closely with the USAID/Senegal and Chemonics teams to fine tune the proposed research questions and to identify the appropriate research design. This process occurred over a 3-month period that involved drafting and sharing several discussion memos that described the CLA approach and proposed sub-research questions; conducting conference calls; and leading a second in-country trip to Senegal to workshop and fine-tune the CLA approach with USAID/Senegal and Chemonics. The national government was also informed about Chemonics’ engagement with the RF MERL Consortium and were kept updated throughout the CLA process. Once the research questions and research design were agreed collaboratively, the RF MERL team began preparations for data collection and organized a two-week trip to Senegal to interview teachers and school directors. The data collection team included members from the RF MERL Consortium (specifically Results for Development and Mathematica Policy Research who lead the RF MERL Senegal engagement) and senior M&E staff from Chemonics. The team visited six schools in Matam and Kaolack (the regions where Chemonics is piloting the ICT activities) and interviewed 6 directors and 12 teachers. At each school the team conducted usability and message testing. To test whether teachers and directors were able to properly use the LPT SIM card and navigate the VPN, the team guided respondents through a series of usability tasks designed to test their ability to access and use the tools. In real time, a member of RF MERL sent messages to the user to test (1) message receipt, and (2) the respondent’s ability to open the message. The research team also asked respondents to open saved messages, type a new message, and send messages to the interviewer. The team timed each task and observed any challenges users faced. The research team also tested the content of some messages planned to be sent by Chemonics to determine whether the messages were being internalized in the way that Chemonics hoped and whether they were likely to lead to the desired behavior from the respondent. We conducted these tests by sending respondents text messages to their LPT SIM number, or if the user had difficulties in receiving messages for any reason, by showing respondents messages printed on paper. We then asked respondents a series of questions about each message such as what the message meant, whether there was anything they didn’t understand, how it related to their role, whether they found it useful, and what kind of feelings it provoked. The goal was to identify and test two or three messages with similar content against each other to determine which message would be most appropriate and determine general principles that could help LPT design new messages moving forward. At the end of each day, the team discussed as a group, provided their observations, tweaked the questionnaire, and adjusted their approach for the next day based on lessons learned. The results from interviews were illuminating. Almost all respondents wanted simpler, clearer, messages than what was previously sent. We discovered connectivity issues. We were able to better understand how respondents were using technology, and whether they were finding Chemonics’ push messages useful, and how they were using the VPN to communicate with colleagues. At the end of the two weeks, the RF MERL team presented findings to Chemonics and USAID/Senegal in a debrief meeting. Any pressing issues were raised so Chemonics and USAID/Senegal could consider immediate program adjustments. A final crucial step in the RF MERL process is the Learning Check – a meeting where all partners come together to discuss not only the findings but also next steps. During the Learning Check, the team collaboratively discussed whether the findings prompted new questions or ideas about program implementation, what challenges LPT could face in addressing the findings, and concrete next steps for LPT. 
	Context: Lecture Pour Tous (LPT) is a technical assistance program funded by the United States Agency for International Development (USAID)/Senegal and implemented by Chemonics International. The initiative directly supports national reforms led by the Ministry of Education (Ministère de l’Education Nationale (MEN) to use national languages in early grades to increase literacy and facilitate learning of French.As part of the LPT program, Chemonics is introducing (ICT) to enhance and reinforce continuous teacher professional development. Chemonics is piloting and rolling out two sets of ICT activities during the 2018-2019 school year, the first of which includes: 1) providing SIM cards to teachers and directors to allow free calling and messaging between SIM card recipients and 2) push text messages from Chemonics that includes pedagogical and evaluation techniques, motivation and encouragement, and reminders about upcoming training sessions.The piloting of the free calling and texting facilities (called the VPN) and the push text messaging system earlier this year presented a unique opportunity to test LPT’s planned ICT activities prior to a full roll-out. USAID/Senegal approached the Rapid Feedback Monitoring, Evaluation, Research, and Learning (Rapid Feedback MERL) Consortium to apply a CLA approach to answer the question: Are users (teachers and directors) able to use the LPT SIM card, able to navigate their phones and the VPN, reading the push text messages, understanding the content of the push text messages, and incorporating information received through the text messages into their roles?
	Impact 2: Chemonics’ theory of change for the ICT activity is the following: 1) Teachers and directors receive an LPT-provided SIM card that allows free texting and calling among recipients and for Chemonics to push motivational or instructional messages to teachers and directors. 2) With these ICT tools, teachers and directors are able to communicate with peers, access additional information on pedagogical practices through messages, and adopt best practices. 3) In turn, there will be improved teacher training and improved quality of early grade reading instruction.  We expect that the CLA approach used by RF MERL will improve the likelihood that LPT is able to achieve improved teacher training and improved quality of early grade reading instruction by ensuring that teachers and directors are communicating with peers, accessing additional information, and adopting best practices. For example, findings from usability and message testing exposed challenges teachers face in understanding the content of push messages. Misunderstanding text messages about best pedagogical practices can lead to the incorrect or poor application of those practices. If not addressed, the quality of early grade reading instruction might not improve as desired. In using the CLA approach, Chemonics can learn from findings and adjust program activities as needed to ensure development outcomes are reached.  


