
Case Title:  

Name: 

Organization: 

Summary: 

ESMP/ THE KAIZEN 
COMPANY - The image 
showcases the utilization of 
technology as part of a 
collaborative effort to complete 
a physical assessment survey.



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. 


	Blank Page

	Case Title: Enhancing School Maintenance in Jordan: A Collaborative Approach 
	Submitter: Zaid AlSuradi - USAID/ ESMP 
	Organization: ESMP (USAID/ The Kaizen Company)
	Summary: This case examines the partnership between USAID's ESMP Activity and Jordan's Ministry of Education (MoE) to address maintenance needs in Jordan's 3,600-owned schools. By employing a Collaborating, Learning, and Adapting (CLA) approach, the project aimed to overcome the challenge of inadequate data on school facilities, which hindered informed decision-making and optimal resource allocation.Jordan's school facility maintenance faced obstacles due to inefficient systems and processes, resulting in a lack of evidence-based decision-making. This prevented the Ministry from creating accurate budgets and sustaining safe learning environments. Despite significant investments in school infrastructure expansion and renovation, data analysis revealed concerning issues, including insufficient disability access, fire safety risks, and substandard WASH toilet/hand wash facilities.To address these challenges, a multi-faceted CLA strategy was developed. It focused on two core pillars: external collaboration and decision-making. Stakeholders with diverse expertise were identified, fostering a collaborative ecosystem that facilitated knowledge exchange, enhanced stakeholder engagement, and nurtured a sense of collective ownership.A comprehensive facility audit was conducted to establish a baseline and gather crucial data on school infrastructure. The analysis of this rich dataset uncovered intricate patterns, trends, and correlations, providing profound insights to strengthen decision-making processes. The project's outcomes were significant. Stakeholder engagement reached unprecedented heights, supported by a shared vision and mutual accountability. The accuracy and reliability of data were dramatically enhanced, enabling precise resource allocation and targeted interventions.This collaborative effort fortified the MoE's survey framework, refined data collection processes, and established a baseline for school facilities' maintenance needs. It showcases the transformative potential of the CLA approach in revolutionizing school maintenance practices. By embracing collaboration, data-driven decision-making, and a culture of continuous learning, the project empowered the MoE to promptly address maintenance needs, optimize resource allocation, and ensure improved educational facilities for generations to come.
	Context: The MoE had previously been struggling with the reactive development of school maintenance budgets, primarily due to the need for more accurate and up-to-date data on school facilities. This limitation impeded the development of informed and needs-based fiscal budgets, thereby necessitating collaboration, learning, and adaptation to effectively tackle the issue and enhance the overall management of school facilities.A key challenge was the lack of accurate school-building data. To overcome this, ESMP enhanced the feedback-based survey framework, improving response rates and data quality from previous surveys.Capacity building was Another challenge. ESMP provided Training of Trainers sessions to Ministry engineers, equipping them with structural, system, and safety knowledge. They also received interview techniques, survey tablets, and software usage training.Time constraints and limited working hours were additional challenges. Close coordination between ESMP and the MoE ensured efficient scheduling and communication, allowing the assessment to be completed within the allocated timeframe.Technology played a vital role. ESMP utilized tablets and a cloud-based database platform, reducing survey time and providing easy data access, photo documentation, and real-time tracking. Collaboration with software developers and ongoing communication with the Ministry aided technology implementation. ESMP collaborated to explore data classification, abstraction, clustering, and validation methods to organize and identify significant issues or trends.This case emphasizes collaboration, learning, and adaptation in survey design, capacity building, technology implementation, and data management. By addressing these challenges, the project aimed to achieve its goals effectively.
	Dropdown2: [Decision-Making]
	CLA Approach: In order to address the challenge or opportunity described above, several steps were taken to apply Collaborating, Learning, and Adapting (CLA) approaches. The case prominently reflected two CLA sub-components: External Collaboration and Decision Making.The first step involved identifying relevant partners and stakeholders who could contribute to the collaborative efforts. Key partners such as the Ministry of Education (MoE), government councils, field directorates, software developers, ministry engineers, and USAID were identified. This step ensured that the right partners were involved in addressing the maintenance challenges in school facilities.Once the partners were identified, collaborative mechanisms were established to foster their coordination and synergy. This included setting up communication channels, organizing meetings and working groups, and defining clear roles and responsibilities. These collaborative mechanisms allowed for sharing of knowledge, resources, and expertise, enabling effective collaboration to tackle the maintenance challenges.A thorough facility audit was conducted to gain a comprehensive understanding of the maintenance issues in school facilities. This audit involved systematically assessing the physical conditions of schools, identifying maintenance issues, and documenting them for analysis. The comprehensive nature of the audit provided a rich dataset that would serve as the foundation for learning and decision-making.The collected data from the facility audit was then analyzed to identify patterns, trends, and correlations related to maintenance issues. The analysis examined factors such as region, facility ownership status, facility type, city, governorate, age, and Education Field Directorates. The data gave valuable insights into the distribution of maintenance issues and the relationships between variables. This step aimed to inform decision-making processes and facilitate a deeper understanding of the maintenance challenges.The insights derived from the data analysis served as a learning mechanism. Decision-makers were able to understand the underlying causes of the maintenance challenges and make informed decisions based on the findings. The data-driven insights helped prioritize resources, develop targeted strategies, and advocate for additional resources where required. By integrating the results into the decision-making processes, the Ministry of Education and other stakeholders could align maintenance budgets with identified needs and ensure efficient resource allocation.Additionally, the CLA approach emphasized adaptive management. Adaptive measures were implemented based on the lessons learned from the data analysis. For instance, the MoE developed and instituted the first of its kind, a Maintenance Framework agreement to enhance the procurement process for critical maintenance needs. This adaptive measure aimed to address urgent issues promptly without lengthy bidding processes. The willingness to adjust strategies based on the insights gained from the data analysis demonstrated a commitment to continuous improvement and adaptation.By following these steps, the application of CLA approaches fostered collaboration, data-driven learning, and adaptive management in addressing the maintenance challenges in school facilities. The emphasis on external collaboration allowed for the pooling resources and expertise, resulting in more effective outcomes. The integration of data analysis into decision-making processes ensured informed and targeted strategies. Furthermore, the adaptive measures demonstrated a commitment to adjusting strategies based on the evolving needs and insights derived from the data. Overall, the CLA approaches employed in this case provided a holistic and effective approach to addressing the maintenance challenges and seizing the identified opportunities.
	Dropdown1: [External Collaboration]
	Dropdown3: [A. DEVELOPM ENT RESULTS]
	Factors: Sufficient allocation of these resources is crucial for effective integration. Adequate time allows for reflection, learning, and adaptation, while sustained financial support enables learning mechanisms. The skilled staff ensures smooth execution. However, limited resources pose challenges. Time limitations, budget restrictions, and understaffing hinder full adoption. Inadequate time for reflection and learning leads to missed opportunities, while insufficient funding limits monitoring and evaluation investments.To address these challenges, advocating for the necessary resources is crucial. Effective communication with stakeholders highlights CLA's benefits in enhancing results and cost savings. Allocating resources for learning and adaptation activities, dedicated staff time, training, and evaluation is vital.Organizational culture also plays a role. A supportive culture that values learning and open communication enables CLA, while a hierarchical or risk-averse culture impedes it. Cultivating trust, psychological safety, and open communication is recommended. Engaging leadership at the Ministry of Education in discussing CLA benefits and creating platforms for sharing success stories and lessons learned foster continuous improvement.Work processes are crucial too. Flexible processes with reflection, feedback loops, and adaptive management techniques support learning and adaptation. Rigid and bureaucratic processes hinder CLA implementation.Reviewing and revising work processes to align with CLA principles is recommended to overcome these obstacles. Embedding reflection, evaluation, and learning throughout the project cycle is vital. Encouraging experimentation, providing training on adaptive management, and promoting insights and feedback by staff drive process improvements and enhance CLA implementation.
	DEVELOPM ENT RESULTS or ORGANIZATIONAL EFFECTIVENESS: Implementing a Collaborating, Learning, and Adapting (CLA) approach has played a pivotal role in driving positive development outcomes for the ESMP project. This approach has led to notable improvements in several aspects, and its impact is supported by compelling evidence.One key area where the CLA approach has made a difference in enhancing stakeholder engagement and ownership. By fostering a collaborative environment, the project has witnessed increased participation and commitment from stakeholders, including the Ministry of Education and project beneficiaries. These stakeholders have actively contributed to decision-making and implementation processes, cultivating ownership over the project outcomes. This higher level of engagement is evident through their involvement in planning sessions, provision of feedback, and participation in capacity-building activities.Another noteworthy outcome attributed to the CLA approach is the improved accuracy and reliability of data. Through continuous learning and adaptation, the project has been able to identify and rectify challenges related to data collection and management. This improvement can be evidenced by comparing data quality indicators before and after implementing the CLA approach. The data collected post-CLA shows enhanced completeness, consistency, and reliability, whereas the pre-CLA data may have exhibited inconsistencies or gaps.Furthermore, the CLA approach has facilitated the timely identification and mitigation of challenges. By embracing continuous learning and adaptation, the project team has been able to address issues as they arise proactively. This approach has proven instrumental in preventing potential delays or disruptions and ensuring the smooth progression of the project.The CLA approach has contributed to enhanced project effectiveness and efficiency. The project has achieved greater significance in delivering development outcomes through iterative improvements in strategies, methodologies, and capacity-building activities. Performance indicators, such as completing the assessment within the planned timeframe, improved data quality, and increased stakeholder satisfaction, provide evidence of this positive impact.Lastly, as an example of tangible results, the Facility audit revealed a significant outcome regarding the cost analysis conducted using the CLA approach. Based on this analysis, it was recommended to advocate for increased funding from the General Budget Department to the Ministry of Education to address the maintenance needs identified. The analysis indicates that approximately 95 million JOD is required to resolve the corrective maintenance issues in school facilities. Additionally, it is estimated that an annual maintenance budget ranging between 25 and 32 million JOD would be necessary to ensure ongoing upkeep.In summary, the intentional and systematic application of the CLA approach has significantly influenced the development outcomes of the ESMP project. Without this approach, stakeholder engagement and ownership would have been limited, data quality may have been compromised, and challenges could have escalated. The project's overall effectiveness and efficiency would have been diminished. 


