
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

Case Title: 

Name: 

Organization: 

Summary: 

Think about which subcomponents of the Collaborating, Learning & Adapting (CLA) Framework 
are most reflected in your case so that you can reference them in your submission: 

• 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



 

 
 

 

    
  

1. 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? 

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



  

    
  

3. 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. 



  
 

 

 

 

4. 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? 

5. 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? 



  

 

 
6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

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: Africa and Middle East Team, US Forest Service
	Organization: 
	Caption: Women at the nursery sow seeds in preparation for the seedling production season. Credit: USAID/Jordan
	Case Title: Reshaping Watershed Restoration in Jordan
	Image_af_image: 
	Summary: Women constitute just 16% of Jordan’s formal workforce, a staggeringly low number. Women are also missing from the decision-making sphere of managing natural resources, especially in rural areas. With support from USAID/Jordan, the U.S. Forest Service (USFS) is rehabilitating arid watersheds by producing native seedlings grown in community nurseries. Using state-of-the-art technology and cutting-edge science-based processes to conserve water, the nurseries provide rural women in Jordan with jobs, vocational skills and professional development opportunities. The skills are portable and working at a nursery entirely run and operated by women boosts confidence, ownership over natural resources, and civil engagement.  

USFS’ work in Jordan has led to additional community activities focused on environmental and water conservation.  The in-country project team has transformed nurseries into community learning hubs, providing opportunities for youth, NGOs, local government, municipal leaders and even international visitors with a place to convene and discuss natural resource challenges and solutions to Jordan’s water shortage. 
 
This project demonstrates multiple aspects of the CLA framework. The effort has evolved in Jordan since 2015, adapting cutting edge science from the US and Lebanon based on successes and failures on the ground. USFS, as demonstrated through this project, enables adaptive management at an organizational level as well, through our long-term relationships, institutional memory, and commitment to using natural resources as an entry point to achieve development priorities.

	Impact: Collaboration was key to the watershed restoration work from the beginning. The project was able to access local communities through partnerships with NGOs that had positive local relations. This made it possible to employ and invest in women in plant nurseries, for example, even though it required breaking social norms related to women in agriculture-related activities in Jordan. Given the short life span of the project, it was critical to use established relationships with communities and women's organizations to show results.

On the technical front, collaboration with like-minded efforts in neighboring countries (Lebanon), and with US-based restoration practitioners, was critical to the technical success of the project. Where other attempts at semi-arid land restoration have failed in Jordan, the project's collaboration with external partners leveraged a highly experienced support team, fresh ideas, and a commitment to sound science that ultimately proved successful. 

On the organizational side, the insecurity of the project's future funding made constant adaptation necessary, which ultimately strengthened stakeholder engagement and thus the sustainability of USFS' efforts. USFS engaged key local partners every step of the way so that, when the approach demonstrated success, they stood ready to replicate it. Ultimately, the local project team registered themselves as an NGO, which continues to  play a convening and catalyzing role for the growing network of constituents for watershed restoration efforts in Jordan.
	Why: The collaborative, adapting, and learning approach was almost used intuitively through the course of the project. Tackling a problem like water security required collaboration at all levels - internally as a team as well as with diverse partners throughout Jordan. Growing plants in the harsh, semi-arid conditions in Jordan is extremely challenging and most past efforts have failed. Thus, the approach required adaptive management on organizational and technical levels. USFS adapted science from colleagues in the US and Lebanon and further adjusted technical approaches based on evidence on the ground. The in-country team constantly monitored and evaluated the approach from a scientific standpoint (e.g., germination rates in the nursery, survival rates in the field after planting) as well as through meetings and regular conversations with beneficiaries. USFS conducted annual planning sessions with full team involvement. The project constantly adapted to changing conditions, including partners needs and capacity, and integrated new science and methodologies and continuously built on existing relationships and developed new networks.

One challenge has been knowledge management and dissemination and that is one of the goals for 2019 - to package the information and conduct deliberate outreach and awareness to disseminate key aspects of the watershed restoration work to demonstrate that the model works and should be scaled in other parts of Jordan as part of the country's water security strategy.
	Factors: Enablers:
-Establishing strategic partnerships with local organizations that have established relationships with the local community. The trust that they acquired throughout the years would have taken time to establish. Using our networks and relationships was key to project success, as well as the long (15+ years) tenure of the USFS working in Jordan. 
-Another enabler was technical evidence base - this was a key part of the scientific aspects of the project and contributed to demonstrable success in the field and in the nurseries. While community engagement and the people side of development projects is the most challenging part, having a strong scientific base provided a compelling product and compelling results that served as a convening point for diverse stakeholders.

Obstacles:
-Introducing new seedling propagation techniques in the restoration market was not easy, even with scientifically compelling solutions. Restoration seedlings are typically provided for free and our partners charged a nominal fee for high quality seedlings to help sustain the nursery operations. It took almost two years to convince stakeholders and development partners to pay for quality seedlings, ultimately saving money in restoration efforts. 
-Institutional memory and knowledge management are two aspects of CLA that were not as strong in this project.  We would advise others to incorporate knowledge management into the beginning of the project design and develop creative ways to maintain institutional memory when projects end or staff leave or partners change, etc.
	CLA Approach: Landscape restoration in Jordan was historically unsuccessful due to poor planting/seedling quality, lack of community involvement, and low capacity for watershed improvements.  USFS, with USAID/Jordan funding, introduced a state-of-the-art, proven methodology which depended on: a value chain approach for native seedling production and planting; a high degree of engagement with local communities and women's groups; and an intensive focus on partnerships and stakeholder engagement. Monitoring and evaluation was an integral part of the value chain process from seed sourcing to nursery management to planting.  Data from the field was necessary to objectively show success.  When coupled with other water harvesting techniques, the strong native seedlings resulted in measurable increases in water infiltrated into Jordan's groundwater and aquifers.  

For sustainability purposes, the project team established strategic partnerships with a mix of government, NGO’s, and international organizations to disseminate and promote best practices to produce and plant native high-quality seedlings for watershed restoration. The four key partners included the Ministry of Agriculture (MoA), Greater Amman Municipality (GAM), International Union for the Conservation of Nature (IUCN) and the Hashemite Fund for the Development of Jordan Badia (HFDJB). These partnerships were critical for scaling up and sustaining the breakthrough in landscape restoration. Changing mindsets and methodologies takes time and effort; the project team provided technical mentorship to guide partners on nursery management, planting best practices, and water harvesting techniques.  USFS continuously sought feedback from partners to improve the process through frequent field visits, phone calls and WhatsApp groups.

The annual strategic planning sessions were a best practice.  They enabled the team (and partners) to evaluate success, analyze challenges, and deliberately develop the focus for the coming year including partners, training, outreach, and work planning.  Professional development and stretch opportunities were also an important aspect of the annual strategic planning meetings to keep the project team motivated and engaged, and to develop new skills and opportunities.

Relationships and networks is one aspect of the CLA framework that USFS is using in Jordan to help overcome challenges with knowledge management and dissemination.  One of the goals for this year is to package and share the information through outreach and awareness and project partners and networks are a key aspect to ensuring that will happen.  Pausing and reflecting, and external collaboration, are two other elements of the framework that will help overcome this challenge.  Identifying that this was a weakness, adapting, and figuring out how to share and package the information in a way that is useful for partners is key.

(Approximate Word Limit: 550-600).

	Context: The World Bank defines water scarcity as less than 1,000 cubic meters per person annually; Jordan is presently able to provide less than 15 percent of that to its residents, a problem exacerbated by rapid population growth. The Ministry of Water and Irrigation estimates that by 2025, water demand will exceed available resources by 26 percent.  The U.S. Agency for International Development (USAID) states that renewable water supply currently only meets half of total water consumption in Jordan. In addition to rapid population growth and an influx of refugees, shortages are caused by excessive groundwater use, natural resource extraction, and climate change.

Efforts to address this crisis have focused on expensive, energy consuming, infrastructure heavy solutions like desalination, wastewater treatment, and pipelines. Given the complexity of Jordan’s water problem, landscape-level water conservation projects are needed to complement infrastructure solutions; to date there has been virtually little attention given to these approaches and this was the inspiration and prompt for this project. Jordan could be one of the first countries to run out of water. Landscape-scale water conservation projects enhance the capture and storage of rainfall and should be part of Jordan’s overall water security strategy.  

Since 2015, and with USAID support from 2016-2018, USFS focused on landscape level water conservation assistance through different techniques and approaches, adapting science from the US and Lebanon, and partnering with strong local organizations, scientists and communities in Jordan to transform the way semi-arid landscapes were managed and restored for their watershed value.  Bringing women and communities into the process was key, as well as high level decision makers, local stakeholders, NGOs, and international partners.  The project used the production of seedlings in well-managed nurseries, NGO and municipal partners, non-conventional approaches, and strong science in the planting processes to establish a baseline for using native vegetation in watershed restoration.  In parallel, the projected worked with hydrologists to experiment with numerous rehabilitation techniques - planting, check dams, dikes, contours, terraces, and vallerani basins - that ultimately showed water infiltration results and served as a proof of concept for future initiatives.

	Impact 2: The CLA approach enabled the watershed restoration project to use evidence-based methodologies, sound science, adaptive management, and relationships to restore areas of degraded lands in Jordan and provide a proof of concept for future watershed restoration efforts in the country. Using and adapting science developed by USFS and its partners domestically and internationally contributed to many of the successes in seedling production. The project grew over 350,000 native seedlings last year, providing jobs to rural communities and engaging women in the process. It also helped restore over 200 hectares of land in semi-arid ecosystems, with a community based approach to land management.

The initiatives adapted and augmented additional restoration techniques including vallerani basins, contour furrows, dikes, check dams, and bench terraces and measured an increase of approximately 770 meters cubed of water captured that would have otherwise run-off and evaporated, or carried loads of sediment into dams and waterways.

Finally, the project evaluated its successes and results and ultimately turned into a spin-off local NGO that will carry these initiatives forward with its strong and growing network of partners.   



