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Case Title: 

Name: 

Organization: 

Summary: 

1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)?

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 

https://usaidlearninglab.org/sites/default/files/resource/files/keyconcepts_twopager_8.5x11_v7_20160907.pdf


 

 
 

    
  

2. 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?

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



  

      
  

4. 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.



  
 

 

 

 
 

  
  

5. 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? 

6. 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? 



 

  
7. What factors affected the success or shortcomings of your collaborating,
	
learning and adapting approach? What were the main enablers or obstacles?
	

8. Based on your experience and lessons learned, what advice would you share with 
colleagues about using a collaborating, learning and adapting approach? 

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: Shaban M., Hlavaty H., Alassad T. & Barqawi M.
	Organization: USAID/Jordan & TetraTech
	Caption: WMI and JVA technical teams working together to measure water losses in King Abdullah Canal using monitoring technology tool. Credit: Water Management Initiative (WMI)USAID/Jordan.
	Case Title: Utilizing Technology for Assessing Water Losses at King Abdullah Canal: A CLA Approach 
	Image_af_image: 
	Summary: WMI (Water Management Initiative) is a five-year USAID initiative implemented by Tetra Tech. WMI’s purpose is to support the Government of Jordan (GOJ) to achieve measurable improvement and greater sustainability of the water sector by providing technical assistance to strengthen the GOJ’s reform, policy development and implementation, and capacity-building efforts.The Jordan Valley Authority (JVA) and WMI are on the path to develop an effective water management strategy for the King Abdullah Canal, the concrete, 110 km waterway that transports 180 million cubic meters of water annually for irrigation in the Jordan Valley while also conveying large portions of drinking water to Amman. To create such a strategy, a detailed quantitative assessment of the water losses is needed. Reliable estimates of quantities and extent of losses from the KAC are critical to increasing conveyance efficiency and avoiding unnecessary losses and any physical or environmental damages that might occur. Following consultations between WMI and JVA, it was agreed to conduct a discharge measurement program, and estimation of the physical, illegal and evaporation losses from the KAC canal. The initial phase of the measurement program took place between 3-12 July, 2017. WMI’s team worked in close collaboration with the JVA and international technical experts to figure out how to deploy existing technology in a uniquely challenging environment, in line with international best practices. WMI deployed a highly technical and evidence-based CLA methodology at every step of the process. Ultimately, WMI’s team succeeded in measuring water losses in a dynamic canal for the first time ever, providing stakeholders in Jordan’s water sector with information that will inform evidence-based planning and decision making. 
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	Impact: Initially, we thought that the task of measuring losses at the KAC would be easier and more straightforward. However, upon beginning the intervention, we quickly realized the challenge was far greater than anticipated. We had to increase our collaboration with JVA, learn more, and find ways to adapt. In many ways, the CLA approach helped WMI’s team further integrate the scientific approach and a strong, critical perspective into our work. Given all of the challenges that we came across in measuring losses at KAC, we had to do far more collaboration, learning, and adapting than ever previously anticipated. WMI’s team was constantly thinking and bouncing ideas off of one another, working in close collaboration with stakeholders at JVA to bring those ideas to fruition. One member of JVA who we collaborated with closely throughout the process even wound up joining WMI’s team, embedding himself and his knowledge into our efforts, and further enhancing our ability to collaborate, learn, and adapt—both internally and externally, in the office and in the field.
	CLA Approach: It all began with a member of WMI’s team learning that the JVA reported something called “irrigation efficiency” to be between 85-90%. In a country where the rate of non-revenue water is approximately 50%, this seemed astonishingly high, prompting WMI’s team to dig deeper. Upon speaking to JVA staff, WMI’s team learned the figure really represented how much of farmers’ water demand was being met. The JVA didn’t have any method to accurately measure losses from the KAC, but they were eager to find a way. Thus, WMI’s team went to work. In collaboration with an expert from Water for Life, WMI’s team began to ask the critical question—how can we accurately measure losses in the King Abdullah Canal? Initially, WMI management thought that assessing the losses could be done easily and quickly. No one, whether WMI or JVA, understood just how complicated the canal is. Working with the consultant, we agreed on an initial approach, the “mass balance approach,” and began brainstorming what tools were needed. At first, we thought it would be as simple as bringing in the tools and using the normal approaches, but we quickly realized that none of the approaches were adopted for use in a canal such as the KAC, which has constant flow and never reaches steady state the way that most canals do. International best practices focus on measuring losses in a steady-state canal. In fact, most agree that, due to the enormity of the challenge, losses simply should not be measured for a dynamic canal. When we asked JVA if they could somehow keep the flow steady, it quickly became clear that the canal’s flow was dynamic 100% of the time. However, with a CLA approach, WMI’s team was up for the task. We conducted initial experiments in July, which proved to be invaluable for learning. Through trial and error, WMI’s team realized that the only way of eliminating the issue of the dynamic nature of the canal was to quite literally go with the flow and monitor the changes in water level, rather than attempting to stabilize it. When we first experimented with the measurements in July, we only used an M9 device to measure static flow. In October we added an IQ device, which helped us discern if losses were illegal or physical. The entire process was very much a learning approach: WMI’s team was constantly going back and forth, collaborating with counterparts at JVA to address challenges and figure out the best next step. In the beginning, we had many days when measurement failed due to many number of reasons. Sometimes the measurement would appear to work for 15 minutes, and then suddenly stop. Collaborating, learning, and adapting truly became the cornerstone of this entire process. We worked closely with the JVA to understand what was happening at any given point, and worked tirelessly to resolve issues. Additionally, the technology used for measuring losses at KAC required significant adaptation to the local context. We had many issues in the field, especially with the IQ device. The device is designed to work in a clean canal, but the KAC is full of sediment and trash, making accurate readings a challenge. We also had to ensure that the device would stay horizontal in the canal—difficult when the canal is constantly moving.  In another example, the M9 instrument used for measurement would periodically lose wireless connection with the field computer. Through extensive and frustrating investigation, it was discovered that the M9 radio dongle used in the field computer was sensitive to excessive heat. Conditions in the Jordan Valley in July are extremely hot, so we adopted a methodology of working in the earliest part of the day when it was cooler, and we operated the computer from inside the car to take advantage of the air conditioning.  In the end we overcame countless challenges to successfully measure what had never been measured before on a global scale—losses in a dynamic canal. To take things one step further, we trained JVA staff on using the technology so that they, too, can do their own measurements. One day, JVA asked us if we could help them measure the sediment at the bottom—an entirely distinct task, but one that required an approach very similar to that of measuring losses. Through collaborating, learning, and adapting, WMI’s team has been able to make enormous strides towards reducing water losses in Jordan.
	Why: WMI is built on the understanding that transformational and sustainable change must originate from broad-based local support in a process owned by all relevant stakeholders. Thus, at its core, WMI's work integrates the cornerstones of a CLA approach. The CLA approach enabled WMI's team to effectively understand and overcome the numerous challenges associated with measuring losses at KAC. WMI’s team knew from the start of this venture that the CLA approach needed to be an integral part of the process. Collaboration was necessary from the get-go, given the need to work with JVA to understand the issue at hand. No one, internally or externally, fully understood the complexities of the physical canal, much less how to begin measuring its losses. Through sharing ideas, we were able to piece together the story. Collaboration was key to even beginning to understand how the WMI team would work to tackle such a complex issue. WMI greatly benefited from the CLA approach's focus on developing, sharing, and acting on new knowledge.Furthermore, adapting had to be key to WMI’s efforts. WMI’s team knew what challenge laid in front of it—measuring losses at the KAC—but didn’t know exactly how to do that when measuring losses of a dynamic canal had never been done before. WMI’s team had to work closely internally and in collaboration with local stakeholders to think outside the box and figure out how existing technologies could be used to solve the problem before us—a perfect environment for collaborating, learning, and adapting. Given the challenge of measuring water losses in a dynamic canal, WMI’s team knew that the CLA approach had to be an integral part of the intervention from the start. 
	Context: The Water Management Initiative (WMI) works with the water sector in Jordan to overcome various challenges facing the sector, including limited water resources and the unpredicted increase in population numbers. WMI is aiming to produce substantial improvement in the water sector in Jordan, supporting the best management of the existing water resources and strengthening preconditions to change. To build a good and effective water resources management strategy, it is very important to have a detailed quantitative knowledge about the available resources. The King Abdallah Canal (KAC) is a 110 km long concrete lined open canal.  It was built in phases from 1961 to 1987 and is the main conveyance system for irrigation water in the Jordan Valley. Additionally, the canal plays a critical role in conveying a portion of drinking water to Jordan's capital city of Amman. Illegal and unmonitored withdrawals from the KAC is one of the important components of the losses in the canal that may count for high percentage of the administration losses. The literature shows that estimating and measuring canal losses is a very time consuming, expensive, and challenging task. However, having reliable estimates of quantities and extent of losses from the KAC is critical to avoid unnecessary losses, and to recommend areas for refurbishment or enforcement.  WMI developed an innovative, never-before-seen methodology for measuring water losses at the KAC, designed with the local context in mind. At every step of the way, the dynamic nature of Jordan's water sector led WMI's team to emphasize collaboration, learning, and adapting.
	Lessons Learned: The biggest takeaway for WMI’s team was that the CLA approach needs time to fully reap its benefits. Additionally, the complexity of the challenge at hand should never be underestimated. In WMI’s case, the technical team needed room to collaborate internally and with JVA counterparts to fully understand the case in detail. Learning and adapting can also require continued time and effort, with many results coming about through extensive trial and error. The CLA approach should not be rushed, for putting pressure on the process can prove counterproductive in the end. Additionally, WMI's team suggests that keeping management involved and updated is critical to ensuring a smooth CLA process. When WMI management visited the canal, the experience helped them understand just how complicated the task of measuring losses at KAC truly was. With them being in the know and having a feel for the process in its entirety, the technical team’s work became smoother. The same goes for external partners—in WMI’s case, even the client didn’t always understand what the next step would be or how to move forward. Patience, communication, and willingness to let every aspect of the CLA process take the time that it needs is key to maximizing the ultimate benefit of such an approach. 
	Factors: The willingness of our counterparts, the JVA, to collaborate was a main enabler of our success.  They were highly collaborative from the start, maintained constant interest in our work, and were keen to see results. Collaboration is the backbone to the learning and adapting that happens through the CLA approach, and as such, this factor was key to the success of our CLA approach. Furthermore, the availability of research on measuring losses in canals enabled us to implement an evidence-based approach to our learning, adapted to Jordan's local context. An obstacle to the success of our CLA approach was being rushed to achieve results. Under immense pressure to produce results quickly, sometimes our collaboration, learning, and adapting didn’t receive the time that they truly warranted. As such, we ran into some issues that might have been avoided if there had been less pressure both internally and externally to find immediate answers. 
	Impact 2: With the ability to accurately define water losses and their causes, we can determine where the losses are and what can be done to combat them. This work ultimately seeks to help us increase the cubic meters of water saved, helping WMI reach its goal of achieving measurable improvement and greater sustainability of Jordan’s water sector. WMI’s analysis has showed that 33 million cubic meters are lost every year from the freshwater portion of the KAC, which spans 65 km. This is a tremendous quantity of water, and understanding just how vast it is is the first step to reducing those losses. The CLA approach enabled WMI’s team to do something that has never been done before—measuring losses in a dynamic canal. Whereas losses are relatively straightforward to measure in a steady-state canal, doing so for a canal with 24/7 flow presented an enormous challenge. WMI was able to overcome this challenge and find a way to effectively measure losses, and with that, we can quantify the amount of water that it’s possible to save through rehabilitation and/or enclosure of the KAC. WMI experts believe that, with the right action, upwards of 25 million cubic meters a year can be saved at the KAC, and at a fraction of the cost of other projects that require bringing in or developing new resources. WMI is now working with key stakeholders in Jordan's water sector to determine what steps should be taken to fix the KAC in order to reduce losses. Without extensive use of the CLA approach, tackling the challenge of measuring losses at the KAC would have been insurmountable—but with CLA, WMI’s team is able to make tremendous strides towards increasing the quantity of water saved in Jordan.


