
Case Title:  

Name: 

Organization: 

Summary: 

At the On-Demand partnership 
engagement led by USAID-LEARN to 

Read, the Executive Director for Oando 
Foundation, Adekanla Adegoke (2nd left) 
explains their role within the partnership. 

Present at the engagement were 
representatives of the USAID-LEARN to 
Read project led by the Chief of Party 
Nurudeen Lawal ((3rd right) and the 

National Program Manager for FCDO-
PLANE, Nguyan Feese.



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: Achieving Sustainability Through CLA-Driven On-Demand Partnership
	Submitter: Nsikan Affiah, Nasir Baba, Nafisa Ado
	Organization: Creative Associates (LEARN to Read)
	Summary: Leveraging Education Assistance Resources in Nigeria (LEARN) to Read is a five-year activity funded by USAID to support sustainable improvement in reading outcomes for first-and second-grade pupils in Nigeria. The goal of the activity is to strengthen and scale early grade reading (EGR) best practices using a Technical Assistance (TA) approach. The activity is based on the assumption and context that interventions implemented in the past 10 years (namely NEI and NEI Plus) have achieved significant improvements in EGR- especially in the Legacy (Sokoto and Bauchi) states- but also highlighted challenges that would need to be overcome by future interventions. 

The review of lessons learned and other documented evidence from these interventions by the LEARN to Read team identified that some of the recorded achievements of NEI and NEI Plus could not be sustained because the adopted implementation model did not prioritize mutual accountability with state partners who pledged their resources for the purpose of sustainability. To overcome this challenge, the team adopted a Collaboration Learning and Adapting (CLA)-driven On-Demand Partnership TA approach that is both partner-centric and program-focused. 

A systematic external collaboration CLA approach was designed to guide the choice of On-Demand Partners (ODP), nature of engagement, and TA support to be provided to them. This was phased into three major collaborative steps: 1) stakeholder engagement 2) strategic dialogue and 3) a mutual accountability framework premised on co-ownership of processes, responsibilities, and outcomes. As a result, seven (7) On-Demand Partners have demonstrated their commitment by solely dedicating resources and personnel for the sustainability of the milestones agreed upon with LEARN to Read. Leveraging relationships (networks) and an evidence-based decision-making process are key to the LEARN to Read organizational culture. The activity is promoting these two CLA-enabling conditions with stakeholders at the national, state, Local Government Area (LGA), and Community levels, which have formed the foundation of the relationship with On-Demand Partners.
	Context: The LEARN to Read activity is a departure from the well-established service delivery model adopted by its predecessors in that it adopts a Technical Assistance (TA) implementation approach across four (4) performance objectives (PO). Given the uniqueness of the approach, the activity management and staff were apprehensive about the receptivity of state partners and stakeholders to this new approach which does not include vast resource commitment and direct support that they had become accustomed to in a service delivery model. The States acceptability and adaptability concern appeared more material to PO 3 also called the On-Demand Partnership (ODP). Unlike other program objectives where state partners were predetermined (PO 1 & 4) or selected (PO 2), the PO 3 pushes TA to its limit because it is demand-driven, and the activity has no personnel or physical residence in the states.
Over time, States’ commitment to investment of resources in education has significantly reduced, and they have not prioritized the use of data in decision making or system improvement. For the activity TA approach to forge ahead and succeed in such an intricate context, a strong and consistent CLA approach is necessary. In the case of other POs, the CLA approaches adopted by the activity such as periodic pause and reflect, theory of change review, indicator data review, and others were already yielding the desired results. However, the On-Demand Partnership (PO3) requires a CLA approach with a focus on leveraging of existing educational systems and resources in the interested states or beyond to improve learning outcomes for pupils in the early grade through the teaching and learning of Early Grade Reading (EGR) in mother-tongue. The activity team understands that developing a robust process of engagement with the On-Demand Partners states with a concerted use of evidence will require the deployment of the CLA principle that is both partner centric and program focused.
	Dropdown2: [Adaptive Management]
	CLA Approach: LEARN to Read as a technical assistance (TA) activity leveraged on the experiences of past USAID funded Early Grade Reading (EGR) interventions conducted in the Legacy (Bauchi and Sokoto) States which recorded some significant improvement in learning outcomes amongst its beneficiaries, but also highlighted challenges that would need to be overcome by future interventions. With adoption of Adaptive Management CLA approach, the activity team analyzed learnings and evidence from these states and adapted its approach to address these gaps. Adaptation meant moving away from service delivery model because data showed that the EGR gains from previous project were not sustained despite the resources expended and support provided to the States. In addition, EGR investments by states did not match the expected level of commitment that would have ensured sustainability. 

Hence, the ODP model provides an opportunity to test TA approach’s sustainability prospects. Thus, the ODP team adopted a systematic External Collaboration CLA approach which guided the choice of On-Demand partners, the nature of engagement with them, and the TA support to be provided. The LEARN to Read ODP, along with major stakeholders in the education sector, identified three major collaborative steps which when adopted will improve the potential for success. The steps include Stakeholder Engagement, Strategic Dialogue, and Mutual Accountability Framework premised on co-ownership of processes, responsibilities, and outcomes.

The stakeholder engagement phase has been shaped by the understanding that the On Demand Partnership model is not just demand-driven but also influenced by the practical needs of the partners. This collaborative approach is an opportunity for state partners to engage with the LEARN to Read team to transform those felt needs to concrete TA requests. LEARN to Read leveraged a collaborative session organized by the Universal Basic Education Board (UBEB) for stakeholders across all Nigerian States to showcase its ODP model. As a result, several states reached out to the activity for Technical Assistance support to improve EGR in mother-tongue. The criteria for selection of any state as a partner for the ODP was evidence-based considering the hierarchy of EGR needs and commitment to sustainability of EGR reforms. Seven (7) partners with demonstrated plausibility for success committed to the partnership, they include: Ebonyi, Edo, Gombe, Niger and Yobe states. Others are non-state Partners like the Oando Foundation and the Nigeria federal government’s At-Risk Children’s Program (ARC-P).

Several virtual learning and interactive sessions ensued between the ODP team and the partners which gave way to the Strategic Dialogue Phase. This required physically meeting with each state to engage with all relevant stakeholders in open conversations focused on the present EGR status of the states, existing opportunities, and gaps that needed to be filled to get the state to where it wants to be in terms of EGR attainment. TA needs were identified and agreed upon by both partners. Stakeholders involved in the strategic dialogue included; the Honorable Commissioner of Education, Executive Secretary SUBEB, Directors and Assistance Directors, Departments of Planning Research and Statistics, Departments of Social Mobilization and Local Government Education Secretaries as well as the equivalent high-level managers and technical staff of the non-state partner. The last phase was the commitment of the partners to an interim agreement using a Mutual Accountability Framework (MAF). The MAF ensured that the activity and its On-Demand Partner hold each other mutually accountable for their performance against agreed milestones. This systematic collaboration approach adopted in the ODP model is a distinct practice that can be replicated for project sustainability.
	Dropdown1: [External Collaboration]
	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: The results recorded so far by the On Demand Partnership approach are possible only because all stakeholders adhere to the partnership commitment with the LEARN to Read activity. This means that states leverage on the resources they own or are looking forward to owning, to support implementation of planned activities for the purpose of sustainability. At the core of this is LEARN to Read organizational culture of leveraging relationships & networks and evidence-based decision-making process. These are two CLA enabling conditions that have been the core of the partnership with states and is being championed by the LEARN to Read activity team with stakeholders at National, State, LGA and Community levels.

The major obstacles to the CLA approach is that the LEARN to Read ODP team does not have total control over the responsiveness of the On Demand Partners especially with the inability of the team to provide day to day physical oversight on their activities. This is because the model mandates that the ODP team operates in a similar capacity to external service providers, providing TA support and conducting periodic monitoring during specific engagement periods. It might be challenging ensuring fiscal transparency and accountability by the On-Demand partners in their implementation of planned activities.

However, the Mutual Accountability Framework  with its Memorandum of Understanding premised on co-ownership of processes, responsibilities and outcomes is expected to provide a system of tracking activities and ensure that they are implemented as described in the work plan and are aligned with stipulated milestones. The prioritization of CLA from the inception of the ODP process and commitment of stakeholders to sustaining these approaches serve as reliable assurance for achieving successful outcomes
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: The result of the CLA (Collaborating, Learning and Adapting) driven On-Demand Partnership (ODP) model is already noticeable in the co-design and work plan activities facilitated by LEARN to Read with State partners around the Technical Assistance needs earlier identified. During the co-design, stakeholders demonstrated their understanding of LEARN to Read development objectives and commitment to the partnership by solely committing resources and personnel to the entire process. This included providing all logistics support to the activity and its participants, making available relevant data needed for the brainstorming sessions, ensuring the security of all participants, and full participation of management staff of key partner agencies such as SUBEB (State Universal Basic Education Board) (State Universal Basic Education Board) and Ministry of Education throughout the activity.  

The On-Demand Partners have taken ownership of the data-driven collaborative process which was done with the support of LEARN to Read ODP team to develop sustainable EGR activities for the states. There is now evidence of OD states integrating EGR-specific activities into their existing basic education plans and strategies. This integration is expected to result in more collaboration among key stakeholders all of who were represented in designing the OD partnership, mutual accountability strategic dialogues, and the development of work plan activities. Expectedly, this level of integration and collaboration will lead to increased sustainability prospects.

In addition, the On-Demand Partnership implementation model will have an impact on mission resource management as less resources are required for implementation because of the increased commitment of resources by the partners compared to the service delivery model. This is attributed to the adaptive management and co-design approaches adopted by the LEARN to Read team from the inception. The activity envisions that the ownership and commitment towards improvement in EGR demonstrated by the States at this stage of engagement will be sustained beyond the period of partnership due to the systematic and focused external collaboration approach adopted by the team.


