
 

 

  

 

 

 

 

 

  
  

 

 

 

 

 

 

 

  
 

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? 

7. Did your CLA approach contribute to self-reliance? If so, how? 

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. 

https://www.usaid.gov/selfreliance
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	Summary: Youth unemployment and underemployment is a major development challenge around the world and particularly in Kenya which has one of the highest rates of youth unemployment globally. This case explores the CLA approach of Kenya Youth Employment and Skills Program (K-YES), a five-year program funded by USAID that enhances employment opportunities for unemployed and underemployed Kenyan youth (aged 18-35) who have not completed secondary education. K-YES works in partnership with Technical and Vocational Education and Training (TVET) institutions to improve their capacity, service delivery, partnerships, and sustainability. K-YES also connects youth with tailored financial services, job-search information, and mentor-ship networks. Throughout their activities, K-YES strives for programmatic learning and adaptation to improve outcomes.K-YES applied CLA approaches in capacity development efforts for 27 heterogeneous Vocational Training Centres (VTCs), the type of targeted TVET institutions, to ensure continuous learning and adaptation in order to enhance training and employment outcomes. A systematic, collaborative, and evidence-based organizational development approach supported the VTCs to develop institutional strengthening plans to guide their capacity enhancement and implement their own CLA activities.Application of a CLA approach has resulted in strong outcomes including increased youth enrollment, improved quality of services at VTCs, and improved financial capacity and sustainability among VTCs. Equally important, the CLA approach, including adaptive management, has cascaded to operations and management of the VTCs. The VTCs are now able to identify areas of learning and design collaborative processes that ensure inclusive decision making and collective learning, which are key ingredients for sustainability and self-reliance.
	Impact: Acknowledging the complex environment which VTCs operate, adoption of a CLA approach helped to provide basis for measuring capacity change in an objective manner, and adjusting activities to better fit the context and our goals. Multi-stakeholder collaboration, learning from experience, using data for decision making, and adapting approaches to improve results, has helped VTCs achieve wider acceptance in their communities and created champions of change. Our partner VTCs have established sustainable and trusted relationships with private sector, government, and community members. Some of the intermediate outcomes of this process include higher enrollment, improved quality of training, increased number of youth getting internships or jobs, operational and financial efficiency, and increased attention to monitoring and evaluation functions within VTCs.Through our CLA approach, K-YES has generated compelling evidence on the importance of systematic capacity building for VTCs. This evidence has been used in part by both public and private sector in making decisions on how to allocate financial support to VTCs. Overall KYES partner VTCs have managed to access over $261,800 USD new funding from public and private sectors. The increased level of funding was in part due to evidence on improved VTCs performance provided through K-YES collaborative approach to capacity development.K-YES is still adapting the QAF assessment tool, and we expect that positive changes will be ongoing. It is our hope to spread the application of this capacity building and learning model to VTCs outside the program’s scope. K-YES is only able to support three VTCs in each county leaving a significant number of VTCs unsupported. Using the data and outcomes realized in the 27 partner VTCs, K-YES will continue to seek for more widespread buy-in from local governments and concerned Ministries of labor and education to adopt QAF tool and CLA approach for sustained capacity development of VTCs.
	Why: K-YES’s application of a CLA approach, started with needing collaborative and adaptive thinking to respond to the operating context of TVET partners. In 2013, a law aimed at transforming Kenya’s TVET sector was enacted, bringing new challenges to an already shrinking sector. Similarly, the new constitution devolved some components of TVET to county governments. This shift was marked by numerous challenges, particularly financing of TVET programmes, enhancing relevance and quality of training, and improving public image of TVETs. In response to this changing and complex context, K-YES decided to invest in systematic capacity building of Vocational Training Centres (VTCs), the type of TVETs K-YES partners with, by applying a CLA approach. Applying CLA fundamentals was particularly important due to the complex operating context and then-unmet need for use of evidence for course-correction within the VTCs. To ensure that collective learning, collective action, and collective impact all contributed to sustainability of K-YES’s investments, integration of CLA was considered critical from the beginning. Collaboration was essential to KYES because the work with the VTCs was conceived as a partnership. Learning featured prominently as the tracking of capacity development improvements and outcomes in the VTC system is an essential factor in generating evidence on "what works," specifically for such institutions struggling with poor infrastructure, challenges with pedagogy, outdated tools and equipment, low enrollment, stigmatization, unmotivated staff and low financial capacity. Adaptation played an important role in the two phased approach so evidence could inform adaptations to the second phase of activities and partnerships. 
	Lessons Learned: The way the K-YES team embraced the CLA approach in the capacity development of VTCs presents solid evidence of a journey to self-reliance, demonstrated in four main ways; 1) The CLA approach provided a clear avenue for linking the VTC ecosystem with National TVET reforms. The VTCs were able to embrace CBET curricula and institutionalize it in their own institutions and settings; 2) Through intensive engagement with external stakeholders, the CLA approach strengthened relationships to local actors, joining them in an effort to enhance the training and employment outcomes of the VTC graduates. Private sector companies were receptive to VTCs’ requests for support in curriculum development, provision of internships and jobs to VTC graduates, and mentoring of both the instructors and students of the VTCs. The county governments were able to provide financial resources to support infrastructure development, employment of instructors and more importantly, help the VTCs in bolstering enrollment; 3) CLA contributed to enhanced VTC capacity to self-assess, develop institutional strengthening plans and follow-through on implementation. The ability of the VTCs to use evidence to make decisions and change course or introduce new programs is evident in all the 27 VTCs. 4) CLA practices helped to support local ownership of the VTC activities by the communities and students. This resulted in increased enrollment and reduced stigmatization of vocational training by the local communities. All of these changes and achievements have set the target VTCs on a journey towards self-reliance through application of the collaboration, learning, and adaptation approach.
	Factors: As K-YES was implementing the CLA approach in capacity building of VTCs, the policy and political environment was conducive and supportive to these efforts. This ensured support from the TVET agencies, local governments, private sector actors, local communities, and youth. Most importantly, K-YES had a sufficient budget allocated for CLA activities. This way, it was easier to make decisions and implement the activities without delay. Lastly, having a predefined CLA framework in the activity design enabled K-YES to operationalize the approach with ease. Also, our inclusion of qualitative capacity development indicators in the Activity M&E framework created additional incentive and motivation to adopt CLA, because measuring capacity can be abstract; having multiple stakeholders and a semi-experimental model helped us to learn in this context.The biggest challenge experienced was the low capacity of VTCs to comprehend and operationalize the CLA approach themselves. The VTCs had no resources to set-up their own M&E systems, and required external financial assistance. Competing priorities were another challenge that most VTCs faced, especially balancing their normal operations with the increased calls for them to collaborate, learn, and adapt which was seen as an administrative burden.In order to surmount the challenges, K-YES intensively involved the county governments (responsible for VTCs) and the private sector through deliberate collaboration and learning in all capacity development stages. This resulted in better understanding of the VTCs’ priority needs and eventually led to increased participation of the private sector in VTC activities. Additionally, this involvement also led to increased allocation of funds by Government to support VTC programmes including CLA activities.
	CLA Approach: K-YES was designed to be implemented in two phases embracing a CLA approach. Phase 1 intended to capture critical lessons which then could be incorporated into Phase 2, with a new cohort of VTC partners; this means that K-YES was fundamentally and strategically positioned to learn and adapt. After selecting 15 initial partner VTCs, in collaboration with key stakeholders, K-YES assisted the VTCs to conduct a structured self-assessment using an established RTI capacity assessment tool, the Participatory Local Organizational Capacity Assessment (PLOCA). Through this highly interactive, participatory and comprehensive process these VTC partners worked to identify and build consensus around their institutional strengths and challenges, prioritize key dimensions to improve and commit resources toward, and detail next steps and action items within the prioritized dimensions. The assessment involved both internal (VTC staff/faculty) and external (parents, community, government, private sector) stakeholders to ensure broad ownership and sustainability. Parallel to the assessment process, K-YES developed an M&E system to be responsive to the complex task of measuring VTC capacity development outcomes. The process involved defining performance anchors, designing data collection tools, and refining a data analysis plan. Again, a collective approach was adopted to ensure that the tools and methods were well-contextualized and resonated with both internal and external stakeholders. Baseline data for the 15 Phase 1 VTCs were obtained in order to generate baseline scores, against which future capacity change would be measured.  The VTCs’ institutional strengthening plans are an explicit example of data-driven decision making; the assessment prioritized capacity changes, then an action plan used assessment results to prioritize tasks.K-YES established a robust system of collecting both qualitative and quantitative administrative data from the VTCs. At the end of the capacity development period for each VTC, summative data were collected and analyzed together with baseline and administrative data. Internal consultations with VTCs and their respective stakeholders were continuously held throughout the roll-out period. Upon analyzing the data and consultations, the team found that the capacity strengthening efforts by K-YES to VTCs correlated to positive change in scores, however the PLOCA tool required significant resources and was not adequately structured and strategic to provide optimal learnings. In Phase 2 of K-YES’s VTC capacity building effort, another 13 VTCs were selected, in four new counties. After internal reflection, the team decided to adapt the assessment approach that was more tailored to youth-serving education providers. The new self-assessment tool called the Quality Assurance Framework (QAF) was finalized through consultation with key VTC stakeholders to ensure completeness and consider contextual nuances of VTCs in Kenya. The QAF was more focused to TVET context, tailored to address issues which affect youth employment outcomes, including pedagogy, curricula, private sector linkages, and student supports. Another area of adaptation was in the data collection process. Reflecting on the paper data collection process, K-YES introduced a mobile data collection platform called Magpi to collect data for both the PLOCA and QAF during specialized site visits with other stakeholders included. QAF and PLOCA scores are collected electronically by visiting K-YES staff using a tablet computer. There are a range of response options, with specific quality criteria that correspond to a numeric score. We have found that using a mobile data collection platform has real advantages in terms of reducing administrative cost and human error in data collection, and speeds up analysis and quality checks. 
	Context: Youth unemployment and underemployment continue to be major challenges in global development and economic growth. According to the ILO (2017) there are about 71 million unemployed youth aged 15-24 years globally; the youth unemployment rate currently sits around 13.2%. Many young people and their families experience chronic poverty as a result of unemployment or underemployment. Specifically, in Kenya, youth unemployment has been on the rise. According to the UN Human Development Report, the youth unemployment rate currently stands at 22.2%, making Kenya one of the countries with the highest rates of youth unemployment. In response, the United States Agency for International Development (USAID) and other international donors are investing in youth employment training by improving the quality and attractiveness of Technical and Vocational Education and Training (TVET). It’s expected that these efforts will result in an improved learning environment that provides young people with relevant skills and competences that ultimately result in stable employment and a benefit to public and private sector stakeholders.  The Kenya Youth Employment and Skills Program (K-YES) is a five-year program funded by USAID and implemented by RTI International and a consortium of partners. K-YES aims to enhance employment opportunities and the overall labor supply through both wage employment and self-employment, for unemployed and underemployed Kenyan youth (aged 18-35) who have not completed secondary education. To achieve these goals, K-YES works in partnership with TVET institutions to improve their capacity, service delivery, partnerships, and sustainability. K-YES also connects youth with tailored financial services, job-search information, and mentor-ship networks. Throughout their activities, K-YES strives for programmatic learning and adaptation to improve progress toward these goals.One important element of the K-YES theory of change is that "If local relationships and capacity are built and impediments to collaboration and collective action – such as information asymmetries, misaligned incentives, risk adversity, and strained resources – are removed, then the incentives for diverse local actors can be aligned so that they work together to increase the efficiency, effectiveness, and sustainability of training and employment outcomes." This is where K-YES’s Technical Vocational Education and Training and institutional capacity building efforts are anchored.
	Impact 2: The main goal of K-YES is to enhance employment outcomes for youth in both wage and self-employment. The intermediate result of improved training outcomes for the youth being served by VTCs, by building the capacity of VTCs necessitated the adoption of a CLA approach. We have observed significant outcomes as a result of our adaptive and learning-oriented delivery of this capacity building component. 27 VTCs have increased their capacity, improving their performance scores by 39% on average. So far, a total of 9,017 (4,823 Female, 4,194 Male) youth have acquired relevant and high-quality skills with a blend of employability skills such as life skills, work readiness, business skills, mentor-ship and career development. 72% of these trained individuals have obtained new or improved employment. The VTCs are now in the process of establishing Career Development Units for easy access to employability services, alumni tracking, and increased interaction with private sector employers. Most importantly, the CLA approach, including adaptive management, has cascaded to operations and management of the VTCs. The VTCs are now able to identify areas of learning and design collaborative processes that ensure inclusion in decision making and collective learning, which are key ingredients for sustainability. VTCs have demonstrated these new CLA capacities in their design of evidence-driven competency Based Education Curricula to focus their education on the skills most demanded by employers.


