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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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	Summary: The Egyptian economy is experiencing multiple challenges—rising interest rates, devaluation of the Egyptian pound, foreign currency shortages, and frequent tax regulation changes—which combined pose an acute threat to the country’s micro, small, and medium-sized enterprises (MSMEs). Confronting these conditions, USAID’s Business Egypt program (BE), a five-year program implemented by DAI, seeks to increase revenues, investments, and employment among MSMEs. Central to BE's market systems approach is building sustainable partnerships with ecosystem actors via a Partnership Development Fund (PDF) intended to enhance services provided to MSMEs. Despite the diverse growth opportunities offered by the PDF model, BE anticipated implementation challenges, as most Egyptian private sector companies are accustomed instead to receiving cash grants.  

Understanding the novelty of this fund in Egypt, BE saw an opportunity to pilot the PDF using several CLA approaches—including Before and After Action Reviews, internal and external collaboration, co-creation with individual stakeholders, and adaptive management—to adapt implementation for the local context. Through these approaches, BE supported applicants to reach more businesses and integrate sustainability into their funded activities. Standout results include support for 900 MSMEs/micro and small business merchants with e-commerce services, tools, and/or training and pivots in partner concepts from one-off activities with short-term benefits to more sustainable outcomes. Use of these CLA approaches also contributed to BE’s ability to achieve greater development impact over time, as productive, collaborative working relationships were established with private sector partners than can be re-engaged and built upon during BE's remaining 3+ years.




	Context: Egypt has been under harsh economic conditions that constitute critical challenges facing start-ups and MSMEs, such as increasing interest rates and the devaluation of the Egyptian pound against the foreign currencies with the difficulty of providing the foreign currencies to import the needed production materials, in addition to the continuous change in tax regulations which negatively affect the growth of the MSMEs in Egypt.As such, USAID’s Business Egypt program (BE), a five-year program implemented by DAI, aims to increase revenues, investments, and employment among Egypt’s MSMEs is highly needed. The program partners with ecosystem enablers to offer new products and services enabling MSMEs to better meet market demand and increase their sales. It places local institutions and the private sector in the lead in developing sustainable, market-based services, products, and solutions for the growth of MSMEs, especially those led by women and youth. The core of BE’s approach is building sustainable partnerships with ecosystem actors—including private companies, incubators, accelerators, nongovernmental organizations (NGOs), and academic institutions—via a Partnership Development Fund (PDF). BE’s initial design of the PDF included four modes of engagement with potential partners to enhance the services they provide to MSMEs: 1) recruitment of technical services (i.e., short-term consultants), 2) direct procurement of services (e.g., marketing, technology, workshops), 3) direct procurement of goods (e.g., equipment), and 4) sponsored participation in events (e.g., paying for partners or their MSME clients to attend workshops, forums, or capacity-building activities).The PDF model is relatively uncommon in the Egyptian ecosystem—where most private-sector companies are accustomed to receiving cash grants. Given the newness of the PDF model to Egypt and envisioning potential challenges, BE decided to pilot the model with CLA approaches before initiating implementation, with the aim of testing, identifying lessons learned, and adapting accordingly.






	Dropdown2: [Adaptive Management]
	CLA Approach: BE applied several CLA approaches, including Before and After-Action Reviews (BAR and AAR), internal and external collaboration, co-creation with individual stakeholders, and adaptive management.

BAR. In November 2022, BE decided to discuss the best way to operationalize the PDF. It was clear, given the novelty of the fund, that the project did not have enough information. Thus, we conducted a BAR, where the PDF Manager, Director of Operations, COP, and DCOP, along with the USAID Agreement Officer’s Representative (AOR), met to answer questions such as the intended results of the PDF, success metrics, and challenges and lessons learned from DAI’s experiences implementing such funds in other countries. The BAR produced two key decisions; Revise the concept note template to require applicants to explain the sustainability of the proposed activity and which of BE’s target groups (e.g., start-ups, SMEs, women, youth, job seekers) would benefit from it. And conduct a pilot round of the PDF - incorporating individual co-creation with each potential partner - to test how it would work in the Egyptian context. 

PILOT. BE solicited 9 key players in the ecosystem to submit concept notes for PDF funding. We engaged a diversity of actors—including local businesses, academic institutions, and NGOs—to holistically test the approach and gain sufficient learning for implementation in the remaining program years. In total, 12 concept notes were received from 9 potential partners where we had partners submitting more than one concept note. The pilot process included several steps; 1) The concept notes were reviewed by a selection committee composed of the USAID AOR and BE’s Senior Management, MEL, and Operations teams. 2)This committee decided which concept notes are approved, rejected, or sent back to the applicant for revision. 3)The 7 approved concept notes proceeded to the co-creation stage. This involved 3-5 in-person meetings between BE staff (technical and operational) and the potential PDF partner, over the course of three months, to refine the concept. 4) During co-creation, BE and the PDF partner created a plan to maximize the desired development outcomes and to ensure the sustainability of the activity. 

AAR. Following the pilot, BE’s MEL team led an AAR—via in-person and online meetings with internal teams and with PDF partners (external)—to assess the successes and challenges of the co-creation process. The AAR revealed that the partners felt they did not have shared decision-making power. In addition, they found the process time-consuming, as it lacked a clear timeline with specific milestones, expected outcomes, and deadlines. 

CAPTURE LESSONS. Several key lessons were identified through the AAR: 1) a new mode of PDF engagement was needed in order to include businesses that provide fee-based services; 2) a mix of both cash and non-cash engagement was needed; and 3) a more participatory co-creation set-up was needed, to better share decision-making power and thus achieve the intended objective of true co-creation.

ADAPTIVE MANAGEMENT. Before launching a broader Invitation for Expressions of Interest (IEOI) in March 2023, BE applied these lessons to adapt the PDF process by taking these corrective actions; 1) inviting local businesses to present their concept to the PDF evaluation committee, 2) adding a cash-based mode of engagement to the PDF (purchase orders/subawards for partners that provide fee-based services), 3) allowing a hybrid mode, through which the awardee can receive both cash and non-cash assistance, 4) co-creation sessions to be conducted alternately between BE’s office and the applicant’s premises; 5) dedicating one co-creation session specifically to focus on finance/procurement details, with the participation of BE operations staff; and 6) assigning a MEL/CLA team member to observe the co-creation sessions to maintain an encouraging environment. 

 






	Dropdown1: [External Collaboration]
	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: Challenges: A key challenge in applying co-creation was the BE team’s misconception of what co-creation means. During the pilot, we thought we were applying co-creation by having an in-person conversation where we primarily provided feedback and requested changes to the submitted concepts. However, the AAR clarified that we needed to change our mindset and approach in order to equitably share decision-making power and thereby achieve the objective of true co-creation. We addressed this challenge after the pilot by making two changes to the co-creation model: 1) alternating the in-person sessions between BE’s office and the partner’s premises, and 2) including a MEL/CLA team member in every session, to observe the process and ensure that we are maintaining an environment that is encouraging and truly collaborative. We are currently implementing this adapted model with PDF applicants, and it is working effectively.

Another challenge was the time and effort needed from different teams to incorporate CLA approaches—which BE intends to do not only for the PDF, but for other future activities. As a result, the Senior Management team decided to increase the human resources of the MEL/CLA team.

Enablers: BE’s organizational culture—including embedded CLA principles and leadership well-versed in CLA components—was a significant enabler. In addition, the project’s technical team were willing to engage in both external collaboration (co-creation with business partners) and internal collaboration, by participating in the BAR and AAR. They also demonstrated adaptability in their willingness to test new models and approaches.Having an understanding AOR, flexible Senior Management Team, and adaptive team that recognized the challenges, valued the outcomes of the Action Reviews, and respected the private-sector voices enabled BE to fully apply the learning gained through the CLA approaches.




	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: Thanks to the AAR, following the pilot, BE incorporated a cash-based engagement mode and a hybrid option (cash and non-cash assistance). This enabled BE to re-engage two e-commerce companies that didn’t make it in the pilot round because their business models did not fit with the non-cash assistance. With the new modes, both companies were able to reapply, and got selected. Zammit, an e-commerce shop builder, will support 700 micro and small business merchants to build e-commerce websites and provide workshops to strengthen their business knowledge. Zvendo, an e-commerce SaaS platform, will support 200 MSMEs with e-commerce training, technology, and tools to focus on their core business and accelerate their online growth.

Through co-creation, BE helped PDF applicants reach more businesses and incorporate sustainability into their proposed activities. For example, the companies PMaestro and Athar initially proposed one-off activities that would provide a short-term benefit to beneficiaries. During co-creation, the BE team persuaded the partners to co-invest in more sustainable outcomes. PMaestro’s initial concept was to establish a sector-specific accelerator. Subsequently, BE and PMaestro agreed to shift to a venture studio model—which proactively seeks new ideas from entrepreneurs and provides comprehensive support from idea incubation through a successful launch to acceleration. 

Athar – an accelerator located 5 hours away from the capital and is being considered a marginalized Southern governorate) initially requested funding for two cohorts to participate in its accelerators for women and youth-led ICT start-ups. However, they lacked plans for sustainability and tracking program impact. Thus, BE and Athar agreed to add technical assistance from BE to develop a business plan and a MEL system.

Intensive co-creation, plus external collaboration through the AAR, enabled BE to establish productive working relationships with these and other partners, which we can build on over the project’s next 3+ years.








