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Summary:

The Center for Clinical Care and Clinical Research (CCCRN) implements the Integrated Child Health
Social Service Award (ICHSSA) in South-South Nigeria to reduce the vulnerability of Orphans and
Vulnerable Children (OVC) to HIV. The project is funded by the U.S. President's Emergency Plan for
AIDS Relief (PEPFAR) and managed by USAID/Nigeria. The major challenge encountered by the project
was the loss of tacit knowledge due to high staff attrition and low prioritization of learning and professional
development. CCCRN adopted collaborating, learning, and adapting (CLA) approaches to advance the
culture of learning to support seamless job role transitions between staff.

In June 2023, staff were oriented with USAID’ s CLA framework and prioritized continuous learning and
improvement in a survey as the most critical subcomponent to improve. At a team retreat, a participatory
appraisal of staff using the CLA maturity tool indicated that most rated their current status of continuous
learning as emergent (69%) and that they wanted to move to an advanced status (75%) within a year. An
assessment to determine training needs showed significant gaps. Through internal collaboration, staff
were supported with needs-based training programs. Over 75% of staff actively participated in learning
activities. In July 2024, a post-assessment with the CLA maturity tool showed a remarkable shift: 90% of
staff rated their current state of continuous learning and development as advanced. Also, 9 of 13 exited
personnel were replaced internally from the pool of staff trained and internal collaboration improved. CLA
helped CCCRN build the ship while sailing.


mailto:submissions@usaidlearninglab.org

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?

The ICHSSA1 project is a 5-year PEPFAR-funded project implemented by CCCRN in Akwa Ibom, Bayelsa, and Cross
River States with 55 project staff. PEPFAR is managed in Nigeria by USAID/Nigeria. The project goal is to ensure that
orphans and vulnerable children are cared for and protected by their households, communities, and local and state
governments, to achieve a reduction in their vulnerability to HIV.

During project implementation, we learned that staff are committed to working in an organization with potential for
career development. In June 2023, a review of the staff list who started the project from inception (2020); showed that
13 out of 55 had left the project. Staff exit interviews revealed low pay (40%) and lack of opportunities for career
advancement (55%)as the main reasons for their exit.

High staff attrition implies erosion of tacit knowledge, timespan to secure replacements, or upskilling of existing project
staff to blend with required job roles, etc. These pose significant challenges to organizational and project
implementation effectiveness. CCCRN initiated a skill-building program to create a pool of staff with diverse skill sets,
aimed at supporting seamless transitions among staff and between job roles at any stage of the project cycle with
minimal distortions.

Even with this approach, getting staff to actively participate or complete training schedules, and follow through on their
professional development assignments was difficult, because most staff prioritize project tasks over learning and
development with excuses of tight deadlines. Also, project field offices are in different locations making it difficult for
staff to inter-connect and receive uniform support.

Studies suggest that projects that integrate CLA practices perform better compared to others that do not hence there
was a need to stimulate learning and development at CCCRN through the intentional application of CLA approaches.

2. What two CLA Sub-Components are most clearly reflected in your case?
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3. HOW: What steps did you take to apply CLA approaches to address the challenge or
opportunity described above?

A key decision point was in June 2023 when a review of the staff list who started the project from inception (2020)
showed that 13 out of 55 had left the project. Staff exit interviews revealed low pay (40%) and lack of opportunities
for career advancement (55%) as the main reasons for their exit. As a result, the project decided to use USAID’s
CLA framework and maturity tool.

With the approval and support from the project Senior Management Team (SMT), a virtual training was done (47
out of 55 staff participated) to enable staff to understand and apply USAID's CLA framework. In an online survey
among staff, half of them prioritized continuous learning and improvement as the main enabling condition for CLA.
External collaboration and M&E for learning (22%) were selected as most critical for CLA in the program cycle.
During an annual work planning meeting (staff retreat), we conducted a participatory appraisal among 48 staff
using the CLA maturity tool to determine their current and aspirational status of continuous learning and
improvement. Staff were formed into 6 random groups of 8 participants; each participant was asked to indicate
their perception of the ICHSSA project’s current and aspirational maturity state in 12 months. Project staff rated the
current status of continuous learning and improvement as emergent (69%) and the aspirational status in one year
as advanced (75%).

An action plan was developed to strengthen the selected CLA sub-component. A training needs assessment was
carried out to determine training gaps; followed by a strength, weakness, opportunity, and threats (SWOT) analysis
to establish resources we could explore internally to support staff learning and professional development.

The data from the training needs assessment and SWOT analysis were used to develop the staff's continuous
learning and improvement plans. The analysis highlighted critical areas to prioritize learning. As a result, four
learning groups were formed: MEL Community of Practice; Scientific Writing, Community Engagement, and
Resource Mobilization. These groups meet monthly to provide need-based learning support to members; organize
quarterly learning webinars on selected topics, and support participation in training (in-person and online)
programs. After 12 months of intervention, the staff appraisal using the CLA maturity tool was repeated and
showed a remarkable shift: 90% of staff rated their current state of continuous learning and development as
advanced.

The next steps will involve using the Plan, Do, Check, and Act (PDCA) model to track the staff’s personalized
learning experiences and organize a learning summit to share experiences with the wider stakeholders.

The technical staff were involved in the CLA activities’ framing and inclusion in the project's work plan. The SMT
reviewed, approved, and released funds for CLA activities. Other staff were involved in concept note development,
reviews, implementation, monitoring, and learning for adaptation. Project staff participated in the CLA orientation,
sub-component selection, CLA maturity appraisals, and the training needs assessment. They supported learning
group activities, participated in quarterly reflection meetings, and provided feedback to address concerns.

The results from the review of the staff list showing the high attrition rate and the staff exit interviews initiated the
use of the CLA framework and maturity tool. The results of the training needs and SWOT analysis helped to
develop the staff's continuous learning and improvement plans.

The CLA approach was initially planned to advance the staff’s culture of continuous learning and improvement and
address challenges hindering staff motivation to prioritize learning. It has rather created a pool of staff with diverse
skill sets expanded the organizational technical knowledge base and improved internal collaboration. The training
plan has set a template for internal learning among staff.



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

B. ORGANIZATIONAL EFFECTIVENESS B

Integrating the CLA framework into the ICHSSA 1 project has helped increase the uptake of learning
opportunities among staff. Within 12 months, four functional learning groups were constituted. More than
75% of staff have joined and actively participated in at least 2 learning group activities including
mentoring, coaching, and community of practice meetings. These staff have responsibly started and
completed at least 3 scheduled trainings and participated in 3 of 4 quarterly learning webinars aimed at
personal development.

Participatory assessments using the CLA maturity tool also showed a remarkable shift in the current and
aspirational state of continuous learning and improvement. At baseline, staff rated their continuous
learning and improvement as emergent (69%); and would wish to progress to an advanced stage within
the next 12 months (75%) where the maijority of staff participates in learning and reflection opportunities;
and are motivated to learn to improve organizational effectiveness to achieve shared goals and use
iterative approaches that enable continuous improvement;

After 12 months, most staff (90%) affirmed that they were already at an advanced stage and would rather
wish to progress to an institutionalized stage where all staff throughout the organization with the support
of leadership, consistently participate in learning and reflection opportunities; and are motivated to learn
to improve organizational effectiveness to achieve shared goals and use iterative approaches that enable
continuous improvement. Staff also indicated that they would like to prioritize improving institutional
memory (56%).

The organization now has a pool of staff with diverse skill sets capable of allaying the management fears
of addressing issues of staff attrition and burnout which has improved organizational effectiveness. 9 of
13 exited staff from the project were replaced by existing project staff whose skills have been built.



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?

Management support is key to CLA implementation, and structured engagement of SMT throughout the CLA planning
process gives a soft landing for the CLA roll-out. This starts with the recognition of the importance of CLA in improving
organizational effectiveness.

The ICHSSA 1 Project document embedded a plan to integrate USAID’s CLA framework, a Theory of Change, and a
MEL framework. The CLA Advisor is a member of the Technical Advisory Team (TAT), who by the position can
seamlessly access other thematic units' activity plans and reports. The CLA unit like other units has a funding
envelope, so a CLA work plan is jointly developed and integrated into the annual project work plan, which is
implemented and monitored regularly.

CLA is a cross-thematic program area at the ICHSSA 1 project. Staff supports CLA-related activities according to their
levels of engagement and if they understand how it helps them answer their learning questions and harvest their
implementation outcomes. CCCRN has internal mechanisms that facilitate internal collaborations among staff; e.g. the
telephone toll-free line, an online workplace (communication work tool that combines chat, video, and groups using the
intranet), and a closed user group (CUG) that enables staff to make and receive calls from group members) at no cost.
The culture of openness, reflection, learning, and adaptation are essential enablers for CLA integration into programs.
Regular engagement with other staff enables collaboration and consistent feedback to management ensues their
continuous support. Inclusion of the CLA orientation for new staff, learning sessions, participation in After-Action
Reviews for key program activities, and reflection sessions during review meetings are some ways that have created
consciousness about CLA among project stakeholders. At the onset, it was difficult to get staff to participate in CLA
activities, but with continuous engagement, they were encouraged to support CLA integration.
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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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	CLA Approach: A key decision point was in June 2023 when a review of the staff list who started the project from inception (2020) showed that 13 out of 55 had left the project. Staff exit interviews revealed low pay (40%) and lack of opportunities for career advancement (55%) as the main reasons for their exit. As a result, the project decided to use USAID’s CLA framework and maturity tool.

With the approval and support from the project Senior Management Team (SMT), a virtual training was done (47 out of 55 staff participated) to enable staff to understand and apply USAID's CLA framework. In an online survey among staff, half of them prioritized continuous learning and improvement as the main enabling condition for CLA. External collaboration and M&E for learning (22%) were selected as most critical for CLA in the program cycle. 

During an annual work planning meeting (staff retreat), we conducted a participatory appraisal among 48 staff using the CLA maturity tool to determine their current and aspirational status of continuous learning and improvement. Staff were formed into 6 random groups of 8 participants; each participant was asked to indicate their perception of the ICHSSA project’s current and aspirational maturity state in 12 months. Project staff rated the current status of continuous learning and improvement as emergent (69%) and the aspirational status in one year as advanced (75%).

An action plan was developed to strengthen the selected CLA sub-component. A training needs assessment was carried out to determine training gaps; followed by a strength, weakness, opportunity, and threats (SWOT) analysis to establish resources we could explore internally to support staff learning and professional development. 

The data from the training needs assessment and SWOT analysis were used to develop the staff's continuous learning and improvement plans. The analysis highlighted critical areas to prioritize learning. As a result, four learning groups were formed: MEL Community of Practice; Scientific Writing, Community Engagement, and Resource Mobilization. These groups meet monthly to provide need-based learning support to members; organize quarterly learning webinars on selected topics, and support participation in training (in-person and online) programs. After 12 months of intervention, the staff appraisal using the CLA maturity tool was repeated and showed a remarkable shift: 90% of staff rated their current state of continuous learning and development as advanced.

The next steps will involve using the Plan, Do, Check, and Act (PDCA) model to track the staff’s personalized learning experiences and organize a learning summit to share experiences with the wider stakeholders.  



The technical staff were involved in the CLA activities’ framing and inclusion in the project's work plan. The SMT reviewed, approved, and released funds for CLA activities. Other staff were involved in concept note development, reviews, implementation, monitoring, and learning for adaptation. Project staff participated in the CLA orientation, sub-component selection, CLA maturity appraisals, and the training needs assessment. They supported learning group activities, participated in quarterly reflection meetings, and provided feedback to address concerns. 



The results from the review of the staff list showing the high attrition rate and the staff exit interviews initiated the use of the CLA framework and maturity tool. The results of the training needs and SWOT analysis helped to develop the staff’s continuous learning and improvement plans.

 

The CLA approach was initially planned to advance the staff’s culture of continuous learning and improvement and address challenges hindering staff motivation to prioritize learning. It has rather created a pool of staff with diverse skill sets expanded the organizational technical knowledge base and improved internal collaboration. The training plan has set a template for internal learning among staff.  
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	Factors: Management support is key to CLA implementation, and structured engagement of SMT throughout the CLA planning process gives a soft landing for the CLA roll-out. This starts with the recognition of the importance of CLA in improving organizational effectiveness.  

The ICHSSA 1 Project document embedded a plan to integrate USAID’s CLA framework, a Theory of Change, and a MEL framework. The CLA Advisor is a member of the Technical Advisory Team (TAT), who by the position can seamlessly access other thematic units' activity plans and reports. The CLA unit like other units has a funding envelope, so a CLA work plan is jointly developed and integrated into the annual project work plan, which is implemented and monitored regularly.

CLA is a cross-thematic program area at the ICHSSA 1 project. Staff supports CLA-related activities according to their levels of engagement and if they understand how it helps them answer their learning questions and harvest their implementation outcomes. CCCRN has internal mechanisms that facilitate internal collaborations among staff; e.g. the telephone toll-free line, an online workplace (communication work tool that combines chat, video, and groups using the intranet), and a closed user group (CUG) that enables staff to make and receive calls from group members) at no cost. 

The culture of openness, reflection, learning, and adaptation are essential enablers for CLA integration into programs. Regular engagement with other staff enables collaboration and consistent feedback to management ensues their continuous support. Inclusion of the CLA orientation for new staff, learning sessions, participation in After-Action Reviews for key program activities, and reflection sessions during review meetings are some ways that have created consciousness about CLA among project stakeholders. At the onset, it was difficult to get staff to participate in CLA activities, but with continuous engagement, they were encouraged to support CLA integration. 




	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: Integrating the CLA framework into the ICHSSA 1 project has helped increase the uptake of learning opportunities among staff. Within 12 months, four functional learning groups were constituted. More than 75% of staff have joined and actively participated in at least 2 learning group activities including mentoring, coaching, and community of practice meetings. These staff have responsibly started and completed at least 3 scheduled trainings and participated in 3 of 4 quarterly learning webinars aimed at personal development.  

Participatory assessments using the CLA maturity tool also showed a remarkable shift in the current and aspirational state of continuous learning and improvement. At baseline, staff rated their continuous learning and improvement as emergent (69%); and would wish to progress to an advanced stage within the next 12 months (75%) where the majority of staff participates in learning and reflection opportunities; and are motivated to learn to improve organizational effectiveness to achieve shared goals and use iterative approaches that enable continuous improvement;

After 12 months, most staff (90%) affirmed that they were already at an advanced stage and would rather wish to progress to an institutionalized stage where all staff throughout the organization with the support of leadership, consistently participate in learning and reflection opportunities; and are motivated to learn to improve organizational effectiveness to achieve shared goals and use iterative approaches that enable continuous improvement. Staff also indicated that they would like to prioritize improving institutional memory (56%).

The organization now has a pool of staff with diverse skill sets capable of allaying the management fears of addressing issues of staff attrition and burnout which has improved organizational effectiveness. 9 of 13 exited staff from the project were replaced by existing project staff whose skills have been built.








