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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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	Organization: USAID/Workforce Egypt-MTC
	Summary: 

In Egypt, more than 600,000 graduates of technical education face strident challenges to find decent jobs in the labor market due to a prevalent disconnect between technical schools and private sector employers. This has led to a situation where technical schools graduate individuals who lack the 21st century skills and technical skills, market awareness, and tools to find jobs that align with their skills. The Units for Transition to Employment (UTEs) were first established in technical schools to bridge the gap with the labor market by offering targeted services to students and graduates including career guidance, entrepreneurship and innovation training, and internship and employment opportunities. Despite the great success and national will to roll-out the UTEs in technical schools across Egypt, the UTEs have always been challenged by the insufficient coordination and cohesion of their services that often results in a mismatch between the students’ study programs and their career paths. USAID/Workforce Egypt conducted a series of "Pause and Reflect" sessions with internal and external stakeholders in the technical education ecosystem in Egypt and discovered that the UTEs were perceived as service-centered and lacked centrality around technical education students. The adapted model of the UTEs, the Career Development Centers (CDC), addressed that challenge and is now implemented in 10 model technical schools, ensuring career interest assessments are an integral part of the student admission process. This will start as a student-focused and individual career counseling that delves into each student's performance across all aspects of school life: academic performance, work-based internships, capstone projects as well as arts and extra-curricular activities. Moreover, the CDC qualifies students to become Peer Helpers and extends the support service beyond the teachers and formal facilitators. The outcome of the CDC is a holistic, wraparound service package tailored to transform the competitiveness of technical education students.

	Context: The technical education system in Egypt produces more than 600,000 graduates every year who rarely find well-suited jobs that match their acquired skills and education. For years, this influx of misplaced workforce has caused a divide between the supply and demand sides of the labor market, which in turn has burdened the Egyptian economy—employers complain about the lack of skilled labor and graduates complain about lack of job opportunities. What has compounded the problem is the prevalent disconnect and lack of dialogue between Egyptian technical schools and private sector employers, which inflated the unemployment rates of technical education graduates. Units for Transition to Employment (UTEs) are school-based units that engage employers located in the vicinity of the technical schools to help bridge the gap between schools and employers. The units are hosted on the premises of technical education schools offering career guidance training, innovation and entrepreneurship classes, and employment services, specifically matchmaking between students and employers.
The UTEs have proven successful, supporting thousands of graduates and students to find jobs. The model was adopted by other development initiatives funded by German GIZ, and the EuropeAid TVET II program. Yet, with the roll out of the model across Egypt, observations and challenges materialized. Some of the challenges were related to the scarcity of teachers who have the skills and competencies to provide UTE services in schools. Also, the data compiled regarding the relevance of employment created out of the UTEs  revealed that as students gained maturity and self-awareness around their interests and strengths, their field of study became irrelevant to their job aspirations.
Most importantly, the services, though provided through a unified platform, lack cohesion and integration within the UTE model to provide a holistic, wraparound student-centered service.

	Dropdown2: [M&E for Learning]
	CLA Approach: Workforce Egypt is committed to continuous learning and improvement, which necessitated adapting the initial model of the UTEs towards a more intact, integrated, learner-centered model in reference to the aforementioned facts. 
To begin, a series of pause and reflect sessions were conducted with all stakeholders who are partnering in implementing the UTE model. This included other donor-funded programs, private sector players, officials from the Ministry of Education and Technical Education (MoETE) who have been directly or indirectly involved with the UTEs, and more importantly the facilitators and teachers who implement the model on the ground in the schools (external collaboration). The sessions highlighted certain missing elements related to the function of the UTEs, including: (1) missing labor market information to support decision making of the students, (2) insufficient stand-alone career guidance and innovation sessions within the classes for students to help make informed decisions, (3)the absence of private sector from the process of running and assessing the UTEs, (4) the lack of complementarity with the curricula that the students study beside the UTEs activities, and (5) the general lack of relevance of the technical education process to the labor market. The overarching findings from the pause and reflect sessions, however, were that even though the services were developed to link technical schools to the market, the services were not sufficiently integrated and targeted to each student’s interests and strengths and their overall journey within the technical education system. Next it was time for analysis. Having identified the core issues/shortcomings of the UTE model, Workforce Egypt's M&E system (M&E for learning) analyzed the challenges using the activity data and information such as breakdown of the jobs and internship opportunities that students and graduates get through the UTEs, and breakdown of the skills and competencies needed for the teachers who run or support the UTEs. The analysis revealed the need to align students' strengths with the jobs to which they are matched. It was also found that the shortage of teachers can be covered through peer-to-peer models. 
In response, UTE programs were adapted adding the Peer-Helping Program (PHP) to ease the burden on teachers, giving them space to focus their time on providing in-depth, one-to-one support for the students. The program also cultivated a collaborative culture among the students and within the school at large. With PHP in effect, the UTEs were able to shift their attention towards the bigger issue relating to the great mismatch between the jobs that graduates choose to work in and their focus of study. Digging deeper into this, it was discovered that at the age of 14, the age that students are introduced to technical tertiary education, students are mostly unaware of their personal strengths and interests. Those develop and mature during the career guidance sessions provided in the following years but by then it is late to change the course of study and the mismatch of interests and field of study becomes inevitable. Assessing career interests early on during the school admission phase materialized as the solution to resolve this mismatch predicament, transforming the UTEs from a unit that prepares technical education students for the labor market to a full-on career development unit—Career Development Centers (CDCs)—that delve into the students’ interest, progress, and performance, empowering them to take career steps confidently right from the very beginning of their engagement with the school. The adapted model is applied from admission right through to the concluding capstone project where students demonstrate what they have learned during the year. One-to-one career counseling and ongoing checkpoints throughout all three school years take place in multiple forms across the CDC programs in addition to post-internship evaluations that help the students get more acquainted with their fields of study in a real-life work environment. 
This stepping-stone approach and sequential implementation of CLA helped Workforce Egypt redesign the UTEs model into a more holistic one where the services are customized as per the needs of each student within the CDCs.


	Dropdown1: [Continuous Learning & Improvement]
	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: One of the most influential factors in the progressive CLA approach in tackling this case, is the tenure of the technical specialists within the UTEs/CDC activities.  Learnings were retained and captured within the team, while the team expanded in number and geographic locations spread across 15 governorates in Egypt (out of 26 in the entire nation.) 
Collaboration with donors on the career guidance and entrepreneurship curricula also contributed to the continuous development of the training content and modality. Workforce Egypt's commitment to continuous learning and adapting with periodic pause and reflect sessions involves not only the UTEs/CDC teams but also other teams related to teacher training, quality of education, and improvement of social perception. All of these inputs along with M&E analysis and experience flow into the learning sessions to support holistic learning.
Early successes of the UTEs model with employment figures caught the attention of the Ministry of Education and Technical Education at a time when youth employment was gaining a lot of political attention, following the political turbulence that Egypt witnessed between 2011 and 2014, which affected employment at large. This helped to gain the buy-in of Ministry officials and reinforced the general political will to support these efforts and acknowledge the achievements. The buy-in was extended to mainstreaming the career guidance and entrepreneurship curricula to all technical education schools nation-wide (1,750 schools), within the competency-based education model, a model being adopted as part of the transformation of Egypt’s technical education system. 
Internal and external collaborations ensure a span of influence and buy-in from stakeholders that can speed up the desired change. Moreover, providing space for continuous learning with all stakeholders ensures staying on the course of improving and impacting.


	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: 

The CLA approach is supporting continuous improvement in the process of producing graduates of technical schools. The outcome ensures a sustainable influx of a high-quality technical education graduates. 
The collaboration of all stakeholders in the CDC model versus the original UTEs model brings commitment at all fronts, commitment not only to the service provisioning, but to the excellence of the graduates. 
The private sector is committed to providing relevant internship opportunities to students, MoETE is committed to maintaining demand-driven educational content for the graduates, parents are committed to endorse career paths of their children and the school is committed to producing competitive entrepreneurial graduates.
The UTEs model provided a supply of services depending on the efforts of the school with little engagement of other stakeholders, which challenged continuity and sustainability.  Also, the UTEs focused on the job market, whereas the CDC model focuses on the student. This brings cohesion to all CDC services, an integration that was missing from the UTEs services. The cohesion is a natural result of the focus on the students and their growth journey into market-relevant graduates. This mandates that the services provided target individual needs in individual students, based on the students' dossiers that are initiated with the admission applications of all students. 
Whereas the original UTE model was focused on creating job opportunities for youth and women by initiating dialogue between schools and employers through career guidance training, entrepreneurship activities and job-matching efforts, the adapted CDC model is creating a continuous influx of market relevant graduates with a job match hit rate relatively elevated from the original model.



