
PRIVACY NOTICE: This survey is administered by the CLA Case Competition. The information will be used to further the understanding of CLA 
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Participants collaborate during the 
Maintenance Framework Agreement 
Workshop. Credit: USAID/Jordan.
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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?

Photo Caption & Credit: Upload a photo, including a description and photo credit, to the Web 
Form. You do NOT need to upload a photo to this submission case form.

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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	Case Title: Optimizing Public School Maintenance in Through Collaboration
	Submitter: Hamzeh Ababneh
	Organization: Kaizen the Company, USAID Jordan
	Summary: The Enhancing School Management and Planning (ESMP) Activity is designed to improve the Jordanian school management and planning process and the quality of the school environments in Jordan by enhancing the planning, oversight, operation, and maintenance capabilities of the Ministry of Education (MoE). One of ESMP's objectives is to improve schools’ maintenance systems and procedures to overcome several issues regarding school maintenance. ESMP conducts a Post Implementation Assessment (PIA) to ensure that CLA is integrated in the ESMP Work Plan. The Schools’ Maintenance System at MoE suffers from inefficient procurement processes and unmet needs requiring immediate action. ESMP planned to develop the Maintenance Framework Agreement (MFWA) to improve the responsiveness of the maintenance system through introducing this efficient procurement approach.

ESMP’s CLA approach focuses on creating continuous learning cycles by conducting PIA which consists of different data collection methods such as structured interviews, records review and observation checklist used to evaluate the MFWA effectiveness and efficiency during and after the piloting phase. Originally, the MFWA was piloted by the MoE with the support of the ESMP team in Four Field Directorates (FDs) out of 42 FD around Jordan. As a result of the feedback collected from the stakeholders, the GoJ decided to adopt the MFWA for schools maintenance and accordingly is in the phase of expanding the agreement to cover the 42 MoE directorates. ESMP provided technical assistance to the Government Tenders Department to develop MFWA standard procurement documents that are intended to serve sectors other than the educational sector.

	Context: Lengthy bureaucratic processes and insufficient funding exacerbate Jordan’s school maintenance challenges, delaying essential maintenance work. However, the problem’s magnitude has been minimally explored. As such, ESMP supported the MoE in conducting an annual Facility Audit across all Jordanian public schools. The audit revealed 144,424 maintenance issues categorized by risk levels: Red Flags (1.8%), Orange Flags (15.3%), and Yellow Flags (82.9%), highlighting areas requiring immediate intervention, potential risk, and minor issues, respectively.
ESMP’s audit underlined the necessity of a streamlined maintenance process, particularly given the abundance of critical and high-risk issues. In response, ESMP introduced the Maintenance Framework Agreement (MFWA), a procurement strategy to enhance maintenance system responsiveness. This initiative required developing Standard Operating Procedures (SOPs) and in-depth training to operationalize effectively.
ESMP initially piloted the MFWA in four directorates to gauge its effectiveness and collect field staff feedback. This pilot phase involved a Post-Implementation Assessment (PIA), a tool for creating feedback loops for continuous improvement and learning. ESMP utilized the PIA findings to refine planning processes and implement changes to broaden the MFWA’s implementation. Moreover, the audit’s detailed risk categorization helped prioritize maintenance tasks, ensuring the GoJ prioritizes the most critical issues to maintain school safety and functionality.
External collaboration proved crucial to ESMP’s CLA approach, particularly through workshops hosting stakeholders from the MoE, MPWH, Ministry of Health (MoH), Ministry of Local Administration (MoLA), and international partners like the World Bank. These workshops informed stakeholders about the MFWA, advocated for its broader application, and gathered insights on sector-specific needs, integrating specific requirements into standardized procurement documents while highlighting the MFWA’s applicability across multiple sectors. The General Tender Department (GTD) participated in these sessions, reviewing the MFWA as a universal document for standards matching the needs of diverse government sectors and the GoJ’s legal and procurement requirements.

	Dropdown2: [Continuous Learning & Improvement]
	CLA Approach: ESMP strategically integrated CLA components into its work plan in support of the MFWA. This included collaboration with key stakeholders such as the MoE, GTD, Audit Bureau, and donors like the World Bank and KfW (Kreditanstalt für Wiederaufbau) to align approaches and improve the maintenance system comprehensively. Initial steps involved conducting a discussion roundtable and a review of international best-practices for the initial design, supported by the PIA to gather actionable feedback.
The introduction of the MFWA required intricate collaboration at various levels:
Policy Level: ESMP worked with governmental entities to develop standardized procurement documents essential for policy formulation and adherence. The existing procurement documents limited the pilot phase from achieving the full intent of the MFWA which required developing a new set of procurement documents that take into consideration objectives, GoJ procurement bylaw, and international best-practices.
System Level: ESMP focused heavily on enhancing organizational capacity, helping key stakeholders define clear roles and responsibilities concerning contract management while ensuring all parties understood their duties within the MFWA framework to deconflict potential snags in the system. More specifically, the pilot phase revealed limitations in the existing organizational structure that were necessary to clearly reflect roles and responsibilities in the updated SOPs underlying any effective execution of the expanded MFWA.
Operational Level: ESMP tested and refined operational procedures to streamline the maintenance workflow within the new MFWA. When the GoJ identified maintenance issues, the MFWA allowed for swift and effective responses. The pilot phase also revealed the need to review bill of quantities specifications and ceilings in the expansion of the MFWA.
ESMP expanded the MFWA pilot from four to all 42 MoE field directorates in Jordan as a result of the initial pilot phase’s success. Collaborative workshops and meetings with stakeholders were critical in planning this expansion. These interactions helped refine the procurement documents based on collective insights, marking a significant step in the project’s progress. Additionally, the involvement of other governmental entities signaled a move towards standardizing these documents for broader governmental use.
Feedback from the PIA was crucial in adapting our approach. For instance, based on the insights gathered, ESMP developed necessary training and capacity building sessions for MoE staff to enhance the effectiveness of the MFWA’s implementation and commence the operational phase of the implementation. ESMP also updated the MFWA to incorporate specific recommendations from field staff in the directorates, improving response times and maintenance request coverage.
Quotes from field personnel illustrate the impact of these adjustments:
“The response time for maintenance requests has noticeably improved. However, when referring some maintenance requests to the directorate, we were informed that these requests are not covered in the agreement.” — School Principal
“This type of agreement is very important as schools always have frequent maintenance demands. It is necessary to include more items in the BOQ. Also, the handover committee should consist only of the Head of the Buildings Department and building engineers, excluding the director. For some work orders, the buildings engineer can handle the process independently, without the need for a committee.” — Head of Building Department from Directorates
These operational insights have been vital in continuously refining the MFWA. By addressing specific maintenance challenges, optimizing resource allocation, and enhancing the overall learning environment in Jordan’s schools, we have been able to ensure that the facilities are well-maintained and conducive to learning. This ongoing process has also allowed us to identify and implement best practices, ensuring that the maintenance framework remains responsive and effective in meeting the evolving needs of the educational sector.
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	Factors: 
Key enabling conditions, such as the support from USAID and the MFWA’s integration into the 2024 Country Program (CP) requirements, proved pivotal. Additionally, financial triggers from KfW for the Development Linkages Program (DLP) underscored the importance of robust and responsive maintenance systems. This financial and organizational backing facilitated the initiative’s implementation, highlighting the crucial role of external funding and strategic policy alignment in driving project success.
The GoJ’s push to adopt this maintenance approach beyond the education sector created a receptive environment for the MFWA’s broader application. This support is essential, underscoring the system’s adaptability and relevance across multiple public sectors.
From an operational standpoint, ESMP’s emphasis on rigorous post-implementation evaluations significantly enhanced our results. These assessments, integrated into ESMP’s work plan as deliverables, involved collaborative efforts between technical teams and the Monitoring, Evaluation, and Learning (MEL) team. By conducting structured interviews, observation checklists, and PIA reports, we ensured comprehensive evaluations aimed at enhancing the administrative systems within Jordan’s public sector.
The pilot’s results and feedback received from school principals and field directorates provided strong evidence supporting advocacy for the MFWA’s expansion. Their positive experiences and tangible improvements observed in maintenance processes created a compelling case to scale up the initiative across all directorates.
The MoE field workers’ commitment to participating in these evaluations during the MFWA’s pilot phase was crucial in achieving ESMP’s CLA approach objectives. Despite challenges, including initial difficulties establishing a systematic CLA approach within the team, the CLA case competition acted as a catalyst for integrating CLA more systematically and formally into ESMP’s operations.
ESMP recommends fostering strong partnerships with donors and governmental bodies from the outset to align strategic objectives and secure necessary resources. Also, instilling a culture of rigorous evaluation and continuous feedback within project teams can help in adapting and refining strategies effectively.
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: ESMP’s CLA approach facilitated a significant transition from siloed work practices to a cohesive, system-strengthening approach within the project team. If a colleague were to revisit ESMP’s office after the CLA framework’s implementation, they would observe a profound transformation in how our team collaborates and operates.
Previously, ESMP’s team structure was compartmentalized, often limiting interdisciplinary interaction and integration. The introduction of CLA called for a strategic realignment, emphasizing a unified team approach harnessing diverse capabilities to enhance project outcomes. This shift involved a redefinition of existing roles and the integration of specialized roles such as legal advisors and capacity building specialists. Legal advisors proved crucial in shaping policy efforts, ensuring ESMP’s strategies are effective and compliant with regulatory standards. Meanwhile, capacity building specialists proved instrumental at the operational level, enhancing our team’s skills and ensuring our approaches are effectively implemented.
Structured interviews and observation checklists refined our data collection methods and enhanced collaboration between field staff and office-based teams. This improved role distribution and clarity, designating responsibilities for leveraging field feedback to drive continuous improvements in our projects.
Engaging diverse team capacities under the CLA framework fostered a richer, more integrated team environment. Each team member’s contribution is recognized and utilized, leading to a culture of mutual understanding and shared commitment to our objectives. This collaborative environment benefited specific areas directly involved with the CLA initiatives, spilling over into other technical program areas. ESMP has applied lessons learned from the CLA processes across our project, resulting in improved efficiency and effectiveness.
Overall, the CLA framework’s integration markedly enhanced ESMP’s organizational effectiveness, transforming our approach to project management and implementation. This systemic change has better positioned our team to respond adaptively to challenges and seize opportunities, laying a solid foundation for ongoing organizational growth and the proactive pursuit of our mission.



