
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

 

 

 

  
  

 

 

 

 

 

 

 

Case Title: 

Name: 

Organization: 

Summary: 

Which two subcomponents of the Collaborating, Learning & Adapting (CLA) Framework are 
most reflected in your case? Please 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
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1. WHAT: 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: Why did you decide to use a CLA approach? Why was CLA considered helpful for 
addressing your organizational or development challenge(s)?



  

    
  

   
  

3. How: 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 IMPACT: 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 IMPACT: 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. 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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	Submitter: Sharon Bean (Bean Group Global), Dejenie Danjoint (Chemonics)
	Organization: Bean Group Global, LLC (BGG)
	Caption: This is the coaching framework for the Leader-As-Coach-Accelerator-Program (LCAP).
	Case Title: CLA for Locally Led Leadership Development in West Africa: Lessons from the Leader-as- Coach-Accelerator-Program (LCAP)  
	Summary: As part of HRH2030 (Human Resources for Health in 2030), the Capacity Building for Malaria (CBM) activity 
aimed to strengthen the institutional and managerial capacities of National Malaria Control Programs (NMCP) by seconding long-term technical advisors (LTTAs) in select countries around the world. These advisors sought to strengthen NMCPs’ institutional capacity to ensure effective implementation of high-quality malaria control services as well as NMCPs’ ability to lead and manage its health workforce.  As the program moved into its fifth and final year of implementation, sustainability was on everyone’s mind: Do the current staff have the adequate skills, knowledge, and leadership abilities to carry the work into the future? In response to questions of sustainability, HRH2030, in partnership with Bean Group Global (BGG) designed an innovative leadership accelerator program (LCAP) based on a coaching and action learning framework. This 8-month pilot program conducted in Central African Republic, Chad, Côte d’Ivoire, Guinea, and Togo was grounded in the theory of change that: with deeper knowledge of coaching strategies, coupled with on-the-job training techniques, applied and practiced in the workplace, LTTAs ability to strengthen NMCP leadership capacity will be enhanced. The LCAP sought to generate evidence that a coaching approach could enhance local decision-making and critical thinking skills – leadership behaviors essential to sustaining momentum after project close-out.  Through the CLA sub-components of theory of change, continuous improvement and learning, openness and adaptive management, the LCAP provides a body of evidence to suggest that coaching leads to sustainable capacity development.  For many advisors, this coaching approach significantly shifted the relationship with their NMCP counterparts from providing solutions to technical bottlenecks to creating behavior change, facilitating learning, and focusing on results. 
	Impact: The integration of CLA practices provided avenues for all stakeholders to contribute to the learning agenda.   Frequent pause and reflect sessions to track progress on learning and to adapt content and LCAP modalities generated trust across the entire team: advisors, NMCPs, coaches, HRH2030 Program Managers and BGG. Data collection and learning events were built into the activity’s calendar at project launch. The CLA sub-component of openness contributed to a sense of solidarity and a unified sense of purpose among the LTTAs, resulting in strong comradery. LTTA enthusiasm for the LCAP grew even though program close-out was only a few months away. With trust, more openness and feedback flowed, vulnerabilities and uncertainties were discussed, and deep, meaningful learning resulted. Coaching requires a shift in mindset and each individual transforms in their unique way. The following quotes and observations from LCAP participants suggest that this intensive and accelerated program was able to meet the learner at their moment of need. This ability to pivot is a direct result of a dynamic application of CLA practices: 

· Before I was a teacher, an instructor. Now I am a coach. More humble, positive, and patient.  
·This training not only helps us in the professional context, but also in the wider personal and social context. Instead of giving directions and orders, you start to encourage and inspire.
· Now, I no longer do in their place…This is a real transfer of competencies, and learning of doing by themselves, independently.
· Having the appropriate tools help[s] build trust with your colleagues. You create a willingness to work based on trust, because your tools support their existing knowledge. They feel valued… The plus is also in terms of personal development. I gained more confidence. A better ability to express myself, and to approach and influence others in a positive way (how to scale up projects, make them more sustainable, etc.). It’s important to know how to influence people to go beyond what they wouldn’t do naturally. It helped me in the better way [sic] to approach government officials.
· Working from open-ended questions and focusing on them allowed me to see their potential, because they're really good actually!
· I only started seeing how good the team was when I started using the coaching tools with more methods.
During Pause and reflect sessions, advisors stated that the program had changed their relationship to their NMCP colleagues and imparted lasting leadership skills to improve both their professional and personal lives.

	Why: The LCAP model was designed to shift the approach from the LTTA as a technical solution provider (here’s how you do it) to the LTTA as a coach and leadership development specialist that harnesses the local knowledge and capacity to create solutions (how do you think the problem can be addressed?). The goal of the model was to cultivate greater confidence in problem solving and critical thinking skills among host-country NMCP staff. Coaching is a process of partnering with others in an interactive and meaningful way that inspires individuals to maximize their personal and professional potential. For many advisors, this coaching approach significantly shifted the relationship with their counterparts from providing solutions to technical bottlenecks to creating behavior change, facilitating learning, and focusing on results. 

As a pilot program, CLA was key to learning whether and how the LCAP was impactful. A CLA approach allowed us to track the LCAP’s theory of change: With deeper knowledge of coaching strategies (Strategic Objective [SO] 1), coupled with on-the-job training approaches (SO 3), applied and practiced in the workplace (SO 2), LTTAs’ ability to strengthen NMCP capacity will be enhanced. The LCAP was deliberately and intentionally conceived as an agile learning design to determine the effectiveness of three components: (1) Which coaching skills are the most relevant in this timeframe? (2) Is the blended learning design effective in translating new skills to behaviors? and (3) What are the indications that coaching is strengthening the NMCP staff’s leadership abilities?
	Factors: Openness and trust are key enablers of experimenting, as well as data collection and established feedback loops. As a pilot, the LCAP required frequent communication and transparency on program strengths and obstacles. The HRH–2030 CBM consortium created an enabling environment for the uptake of CLA practices within the LCAP coaching program. There was support from leadership (both USAID and Chemonics) for an innovative coaching and leadership development program, in collaboration with BGG. Dedicating appropriate levels of funding for this activity facilitated the intensive learning. 
 
The selection of BGG as the learning partner strengthened the integration of CLA practices. While BGG is an EDWOSB and a new partner to USAID, BGG’s principal Sharon Bean has designed learning programs for USAID missions and USAID/Washington offices for more than 25 years. BGG’s deep knowledge of USAID coupled with experience in designing learning programs with demonstrated impact allowed for the integration of the right CLA sub-components to maximize learning during this accelerated pilot program.   
 
A potential obstacle to CLA is resource intensiveness. While the LCAP did not experience many CLA-related obstacles, we acknowledge that CLA is, indeed, resource intensive. To generate evidence for learning during this 8-month pilot program, the LCAP conducted three assessments and dozens of interviews, and drafted monthly reports to track progress. The agility and responsiveness of the funder stimulated the learning. Absent concrete responses to recommendations for activity modification, CLA practices would be onerous and perfunctory. 
 
CLA in the LCAP provided proof of concept that coaching does accelerate knowledge transfer and build problem-solving skills. Further, using CLA principles in our coaching approach provided a valuable mindset shift and altered the traditional relationship between the LTTAs and NMCP staff. Frequent peer-to-peer learning opportunities and community of practice sessions for reflection shifted the LTTAs’ role from only imparting technical knowledge to also imparting behavior change.
	CLA Approach: While career and executive coaching has become increasingly popular as a capacity-strengthening model for USAID staff, the LCAP represents one of the first programs to showcase coaching skills as a technical approach for local capacity building. CLA principles were instrumental to both accelerating the learning within the program and tracking whether the learning achieved the intended results. The LCAP results framework and theory of change established benchmarks for learning to generate evidence and proof of concept for coaching as a viable leadership development approach.
 
The program was delivered in two phases. Phase 1 focused on skill assessment and skill building. Customized capacity assessments, skill-building workshops, and one-on-one coaching sessions all yielded evidence that LTTAs had poor understanding of the distinctions between coaching, consulting, and mentoring. Assessment of the understanding of coaching skills validated the theory of change hypothesis that coaching skills were underused, and if they were strengthened and more intentionally applied, the leadership capacity of host-country counterparts could be enhanced. This step of validating the theory of change was foundational for the overall LCAP program.
 
Phase 2 focused on accelerating learning through application of the coaching skills. To apply the skills, LTTAs were encouraged to identify workplace scenarios or “coachable moments.” The iterative process of applying action learning principles in Phase 2 started with the LTTAs setting a goal related to the skill-building topic introduced at the monthly workshop. After a goal was set for Action Learning, each LTTA worked with their coach to create a plan of action and identified opportunities in the workplace to apply the new skills. As LTTAs drew lessons learned from the Action Learning experiences, they shared them in small community of practice sessions to help deepen and continue the iterative cycle to accelerate their coaching skill mastery. This process aligns with the CLA sub-components of scenario planning and continuous learning and improvement, which is an intentional approach to decision-making and real-time changes based on new information and contexts. The process enabled the LCAP to further pinpoint when and how coaching skills could enhance NMCP staff’s leadership development.
 
The CLA sub-component adaptive management was a foundational aspect of the LCAP program. The LCAP operated in the Central African Republic, Chad, Côte d’Ivoire, Guinea, and Togo during the peak of the COVID-19 pandemic. Each country wrestled to develop responsive health strategies, while struggling with deeply destabilizing socio- political stressors. Entirely virtual and conducted in French, the LCAP shifted delivery methodology to respond to the evolving conditions in the region. For example, instead of more skill-building workshops, participants expressed a desire for more frequent community of practice and one-on-one coaching sessions. The LCAP altered its scheduling in response to the LTTA’s request that LCAP sessions be held at the end of the day, when they were home, rather than during the workday to allow for greater focus and more privacy to discuss their on-the-job coaching experiences.
 
As a leadership skills accelerator, the LCAP created opportunities to impart leadership and management skills using a blended approach that includes coaching sessions, communities of practices, and action-learning projects, which offered opportunities to apply skills and concepts learned to participants’ real-time work situations. With its analytical rigor, the LCAP not only continuously aligned its objectives with the participants’ workplace realities, but also helped establish a technical evidence base to support coaching as a means to accelerate leadership capacity strengthening in the development context. Continuous learning through agile data collection, collaborative engagement, and feedback loops are vital components of the LCAP.

	Context: The USAID-funded Human Resources for Health in 2030 (HRH2030) Capacity Building for Malaria (CBM) activity sought to improve both institutional and technical capacity of National Malaria Control Programs.  As the five-year activity moved into its final year of implementation, long term technical advisors (LTTAs) embedded in the National Malaria Country Programs (NMCPs) could point to many technical achievements accomplished with their NMCP partners. There was less confidence, however, that the NMCPs could sustain achievements beyond program close-out. Questions of sustainability were on everyone’s mind. What will happen after there is no longer financial support for the program? Do the host-country staff have the adequate skills, knowledge, and leadership abilities to carry the work into the future? 
 
To cultivate sustainable leadership and management capacity, HRH2030 focused on innovative approaches to accelerate knowledge transfer. HRH2030–CBM turned to Bean Group Global (BGG) to design a leadership accelerator program. Based on a coaching and action learning framework, the innovative coaching program known as the Leader-as-Coach Accelerator Program (LCAP) provided learning support to long-term technical advisors (LTTAs) embedded in the National Malaria Control Program (NMCP) health ministries in the Central African Republic, Chad, Côte d’Ivoire, Guinea, and Togo. This 8-month comprehensive pilot program was designed to build the capacity of seven LTTAs to accelerate knowledge transfer and improve key leadership skills of problem solving, critical thinking, and developing others. The LTTAs were encouraged to coach their local counterparts through the process of creative problem solving, not provide the solutions. 
 
The LCAP program entailed several CLA components—theory of change, continuous learning and improvement, and adaptive management—that served as key decision points to assess the effectiveness of the learning approach and the validity of coaching as a capacity-building and leadership development model. Adaptive management allowed for just-in-time course correction, theory of change created a hypothesis to be tested and allowed the team to track application of coaching behaviors and learn through its results framework, and continuous learning and improvement facilitated real-time feedback on how the new coaching behaviors shifted the mindset and decision-making processes among host-country counterparts.
	Impact 2: As an 8-month pilot program, the LCAP offers anecdotal evidence that suggests that the use of coaching skills can accelerate knowledge transfer and improve key leadership skills of problem solving, critical thinking, and developing others thereby empowering local stakeholders to continue to pursue sustainable solutions to development challenges even after USAID activities have been finalized.   
 
Advisors and their NMCP counterparts stated that the LCAP approach fostered greater trust, openness, and experimentation. They provided examples of how they applied and experienced coaching skills in the workplace, and how those actions shifted the relationship between the LTTA and NMCP counterparts. Specifically, NMCP respondents noted improvements in active listening, asking powerful questions, providing feedback, and motivating others to action. The NMCP staff expressed enthusiasm for the shift in dynamics from simply receiving instructions to a focus on co-creating solutions.  
 
Here is an illustrative quote from an NMCP colleague in Togo: 
“There has been a change in the approach to his technical support. He [the LTTA] no longer does the work alone and refuses to produce the documents in place of the staff. From now on, the approach is to accompany the staff to do things. Advice, guidance, review, and feedback. He puts himself much more behind the staff than in front.” 
 
CLA provided a structured and concrete approach to determining whether coaching skills are a viable solution to accelerating leadership development for local organizations. Through rigorous application of multiple CLA practices—internal collaboration, continuous learning and improvement, validating the theory of change, as well as regular pause-and-reflect sessions—the framework provided rich evidence to suggest that the proper use of coaching skills can increase local ownership, critical thinking, and decision making.
 
As the development community embarks on investing in local capacity development, the LCAP with its intentional CLA approach provides preliminary evidence that, once properly understood and skilled, coaching contributes to sustainable organizational improvements in host-country systems. 
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