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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 



 

 
 

    
  

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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	Caption: Participants collaborate during the 2017 USAID/Jordan MEL Apprenticeship ProgramCredit: Management Systems International.
	Case Title: CLA By Design: USAID/Jordan Monitoring, Evaluation and Learning Apprenticeship Program
	Image_af_image: 
	Summary: Jordan faces significant development challenges amidst regional instability. As the largest donor, USAID Jordan has made substantial investments in Monitoring, Evaluation and Learning (MEL). However, Jordan's development sector suffers from an acute shortage of qualified MEL professionals. A needs assessment further revealed the majority of implementing partner (IP) MEL professionals had under two years’ experience with no formal MEL training. The MEL Apprenticeship Program addresses this development challenge through a 6-month practicum-based capacity building program. Participants receive 4 weeks of classroom training and are then placed in apprenticeships with IPs to learn to apply their skills on the job.To support continuous improvement, MESP intentionally and systematically incorporated collaborating, learning and adapting (CLA) into the design. Intensive collaboration between MSI and its local partner INTEGRATED in co-design and co-delivery of the program resulted in high levels of staff confidence to implement experimental programs and ownership. This ownership enabled INTEGRATED to now become the lead implementer of the program, and increased the likelihood of sustainably addressing the shortage of qualified MEL professionals. External collaboration with IPs was critical to provide solutions tailored to IP needs. Systematic learning processes (performance assessments, evaluations, and feedback loops) informed real-time and annual adaptation of the curriculum and structure of mentorship during the OJT, increasing the effectiveness of the program. Currently, 22 organizations have been supported, with 25 of 28 graduates securing full-time MEL jobs. Responding to demand, the program expanded this year, with 12 apprentices expanding MEL capacity for 6 local organizations and 1 IP.
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	Impact: Stemming from intensive collaboration during design and delivery of the program, there was a noticeable increase in staff confidence to take on new challenges, create new processes, learn from our work, improve it, and be successful. The intentional learning culture and processes the program created were crucial in enabling MESP take on other innovative interventions, such as the “Certificate Program in Evaluation” which employs a similar practicum-based approach, and strengthen outreach and external coordination practices in other MESP activities (e.g. MEL Conference, Community of Practice). Additionally, the ownership that was built through this process enabled INTEGRATED to assume leadership of the program in the third year of implementation, enhancing the likelihood of sustainability of this program. During each phase of the program, the intentional, highly collaborative and responsive approach with IPs strengthened relationships. Today, IPs, MEL Units in particular, have more trust and confidence in MESP as a strategic and supportive partner. This trust and confidence has supported MESP in other aspects of its work, making MESP more approachable for IP technical assistance questions, and enabling MESP to engage with IPs in a similarly collaborative manner for its interventions, such as the annual MEL Conference and Community of Practice.As the primary implementing organization, the wider MSI community has benefitted from this program as well. Based on the effectiveness of this model, MESP has received requests and begun sharing the materials for the program with other USAID M&E support projects implemented by MSI. Requests have ranged from supporting capacity building of project interns to potential wider support. In the future, MESP hopes to see this program implemented in other M&E support projects, and used as the basis for the design of future M&E capacity building interventions.
	CLA Approach: Internal Collaboration: MESP capitalized on the in-house expertise within MSI and its local partner INTEGRATED to co-design and co-deliver the program. Across each aspect of design and delivery, staff from both organizations intensively collaborated, leading to full ownership of both the process and the product by both organizations. Building off this ownership, the program is now fully led by INTEGRATED. External Collaboration: In the design phase, MESP collaborated with IPs to ensure the design addressed technical and staffing needs, and organizational contexts. Throughout the recruitment phase, MESP extensively collaborated with IPs to ensure placements were well suited to IP needs, and appropriate MEL positions and supervisors were in place for apprentices. During the OJT phase, MESP collected regular feedback and acted to ensure the experience was beneficial for both apprentices and IPs. In this third year of program delivery, MESP has extended participation to local organizations (non-IPs), expanding collaboration across the development sector in Jordan.Continuous Learning and Improvement: MESP conducts an annual needs assessment to learn and adapt the program to the changing context, needs, and demand. Additionally, at the end of each classroom module, MESP utilizes self-assessments, post-tests, and trainer feedback to measure apprentice performance and inform the OJT phase. Evaluations are also administered to learn from and improve training content and delivery. Furthermore, MESP utilizes a variety of regular surveys, and structured and open-ended feedback sessions to learn and adapt the program in real-time and annually. After the first year of implementation, an internal evaluation was conducted and recommendations were incorporated into curriculum revisions, delivery methods, and additional material development for the second year of implementation. Adaptive Management: The Apprenticeship Program was an experiment which required a constant response to learning and contextual changes. Some examples of adaptive management include: •    In year one, MEL Specialists served as mentors, regularly supporting multiple apprentices in an open structure, which did not fully capitalize on the technical expertise available. As a result, MESP introduced practical homework assignments to better enable apprentices to benefit from technical feedback, and introduced advanced sessions on a variety of MEL topics throughout the OJT period.•    Group work is embedded into each classroom module as a way to strengthen classroom participation and collaboration skills. However, mentor feedback revealed group work masked some individual weaknesses. IP feedback, for example, highlighted a need to increase the focus on MEL planning and data analysis. As a result, individual assignments focusing on these topics were introduced in year two as a way to offer individualized opportunities to practice these skills with feedback from mentors.•    The curriculum was revised in response to USAID and IP feedback. In response to USAID, CLA concepts and tools were augmented. Based on IP feedback, role-play exercises focused on collaboration and communication were introduced to strengthen interpersonal skills.•    Responding to a high demand and need, the Program was expanded to support local development organizations. Based off the annual needs assessment, the Program harmonized apprentice stipend levels with local organization salary scales, and adjusted the curriculum to highlight examples of non-USAID donor MEL practices and systems that local organizations may encounter.Relationships and Networks: Apprentices now constitute an alumni network of junior MEL professionals, which are actively incorporated as speakers and participants in regular MESP trainings and events. In MESP’s second Annual MEL Conference, for example, all 2016 Apprentices were present and actively manning IP booths at the conference Expo or involved in delivery of presentations. Through its engagement during and after the program, MESP has strengthened relations with 16 USAID IPs and 6 local organizations, which led to additional collaboration in other areas. 
	Why: The Apprenticeship Program is a 6-month intensive capacity building program (4 weeks classroom training, and 5 month on-the-job training (OJT) and job placement) to strengthen MEL within USAID Activities and select local organizations. To effectively test and grow this program, MESP saw the need for collaboration, learning, and adaptation throughout each phase of the program. IP collaboration would enable MESP to focus the design on the most important technical and professional competency gaps, and address existing staffing needs. Intensive internal collaboration between MESP partners, MSI and INTEGRATED, would enable MESP to harness in-house expertise, tailor the design to the local context, and, through co-training, ensure a rich learning environment. During the OJT and job placement period, IP collaboration would ensure host organizations provided appropriate MEL roles and supervision for apprentices, and ensure MESP mentorship was sensitive to Activity contexts.Embedding learning and adapting in the design was also seen as critical to ensure core competencies were mastered by apprentices during the classroom phase, and reinforced and applied to real-world situations in the OJT and job placement phases. A learning approach, supported by a variety of assessment and evaluation methods, would inform the team the extent to which apprentices gained knowledge, and the areas that needed reinforcement in later phases of the program. During the OJT phase, MESP needed to be flexible and sensitive to Activity contexts, which required regular check-ins and structured feedback systems with apprentices and IPs to learn and adapt MESP support.
	Context: Amidst regional instability, Jordan faces significant development challenges including high unemployment, slow economic growth, and severely strained natural resources. As the largest donor, USAID Jordan manages between 30 to 40 implementing partners and an annual budget of around $800 million. To effectively manage this portfolio USAID Jordan has made substantial investments to support Monitoring, Evaluation and Learning (MEL) at the Activity level, as well as by launching the mission wide Monitoring and Evaluation Support Project (MESP) implemented by MSI in December 2013. The Jordanian development context, however, is characterized by an acute shortage of qualified MEL professionals. The increased donor spending in response to the Syria crisis has further accentuated the gap between the available supply and high demand for qualified MEL professionals. Illustrating this gap, at the start of MESP, the team was approached by several IPs requesting support to find qualified MEL professionals. Through a needs assessment, MESP learned that more than half of the IP MEL staff had less than two years of MEL experience, and there was a serious shortage of qualified entry level MEL staff. MEL professionals came from various backgrounds and in majority of the cases without any formal MEL related coursework and training. Moreover, critical MEL competencies such as a basic understanding of the development context, MEL management, planning and design, and data collection and analysis were either lacking or inconsistently understood and applied. The needs assessment highlighted the need for developing a program that could address the above challenge by expanding the pool of entry-level MEL professionals to assist IPs in fulfilling USAID performance monitoring requirements. To be effective, the program would need to offer practice-based learning, on-the-job training in addition to classroom training to build USAID specific MEL skills and experience. 
	Lessons Learned: Build CLA into the design of the intervention or practice. For the Apprentice Program, it was critical that CLA was built into the design. Intentionally and systematically embedding CLA processes that all staff would embrace from the start was essential to build staff confidence in implementing the program, and ensure the environment was conducive to learning and improvement. Without rigorous needs assessment and on-going learning mechanisms, MESP would not have been able to confidently learn from and meaningfully adapt the program each year to effectively support apprentices and host organizations. Integrating CLA approaches in the design enables CLA to become normalized and its practices to become second nature for staff.Collaboration takes time. High levels of collaboration greatly enriched the final process and product, and enabled MESP to adapt the program to meet needs within a changing context. However, high levels of collaboration require ownership, large amounts of staff time and effort, and patience. The Apprenticeship Program was able to achieve its results because staff were involved from the beginning and had a high level of ownership which (an enabling factor to collaboration). Additionally, to ensure all IPs and apprentices fully understood and could fulfill the demands of the program, repeated individual sessions with stakeholders were required to address specific questions and needs. This required large amounts of staff time and patience to thoroughly conduct follow-ups and ensure the full buy-in of all stakeholders. For those planning a similar approach, intervention timelines should not underestimate the amount of time and dedication required for successful and meaningful collaboration.
	Factors: Several enabling factors contributed to success. First, openness to the new ideas, iteration, and learning on the part of MESP staff, USAID’s Program Office (PRO), and participating organizations was critical. Internally, staff were not accustomed to the process of innovation and the level of iteration required to successfully put a new, untested idea, into practice. For USAID PRO, it required committing resources into a new idea and approach with untested results. For IPs and trainees, openness, understanding, and feedback to change and adjust the program each year was required. Ultimately, the openness of all stakeholders enabled MESP to embed learning in the design, test out a variety of approaches, adaptively manage each phase of the program, and incorporate lessons learned to improve each subsequent round of the program.Another enabling factor was MESP’s relationships with IPs in the first two rounds, and deep collaboration with stakeholders through all rounds. Strong relationships helped MESP overcome obstacles such as stakeholder buy-in and engagement levels throughout the 6 month program. Intensive collaboration was required in each round of the program, and the relationships MESP had and have built over the years enabled this level of collaboration.In terms of obstacles, while a high level of collaboration enabled success, it was also an obstacle as this level of collaboration was extremely time intensive. The recruitment phase required a series of one-on-one meetings with potential host organizations and applicants to ensure all stakeholders fully understood the concept and requirements of the program, particularly as MOUs and financial support from a host was required, and a high level commitment and engagement was required from trainees. Curriculum design, revision, and training implementation engaged a large number of MESP staff and required more time than anticipated, especially to effectively support apprentices throughout the on-the-job coaching and mentoring period.
	Impact 2: From the first two years of implementation, a total of 28 apprentices graduated from the program supporting 17 different USAID Activities. Of these graduates, 25 apprentices secured full-time MEL jobs in the development sector. Currently, these apprentices hold titles ranging from M&E Assistant, to M&E Coordinator, and M&E Specialist. One apprentice has also recently begun working for a local organization that implements both USAID and non-USAID interventions. The third class of 12 apprentices recently completed their in-class training and begun OJT at 7 organizations, 6 of which are newly supported local organizations. At the IP level, the program has expanded MEL capacity and supports USAID Activity development outcomes through MEL. At one IP, an apprentice became the first dedicated M&E staff in the Activity. At another IP, apprentices from all three rounds have expanded the M&E team to be one of the most robust, enabling the Activity to collect micro data to support micro and small enterprise strengthening. INTEGRATED also expanded its staffing levels by hiring 4 apprentices who now provide specialized monitoring services for long-term projects. Additionally, first-year apprentices who are now MEL staff have begun co-delivering the Apprentice Program. Apprentice placements within newly supported organizations show great promise in supporting development outcomes. Local organizations include prominent NGOs with a wide reach throughout the Kingdom of Jordan, such as Jordan Hasehmite Fund for Human Development that seconded staff to the program to strengthen its capacity to monitor and learn from its interventions. Other organizations, such as the Royal Health Awareness Society and locally-based Syrian NGO Auranitis, have utilized the program as an opportunity to hire new staff to help establish and expand new M&E units. Specifically for Auranitis, the organization sees M&E capacity as a critical element to enable it to qualify for more funding from international donors and expand its impact.


