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OVERVIEW

In January 2021, USAID Office of Acquisition and Assistance (M/OAA) launched a stocktaking review of the 
2018 Acquisition & Assistance Strategy (A&A Strategy). The purpose of this stocktaking review was to assess:

	■ How Agency staff have understood and applied the A&A Strategy to their work
	■ Identify key enablers and constraints to its implementation (focusing on select approaches)
	■ Determine where the A&A Strategy needs more support and what new shifts are needed in order to 
align with current and emerging Agency priorities

As part of this stocktaking exercise, our team conducted a review, analysis, and synthesis of six selected case 
studies to lend evidence on how the Agency has implemented the A&A Strategy with regard to two of its five 
guiding principles: 1) diversifying the partner base to include new, underutilized, locally-established, and 
local partners; and 2) changing how we partner to promote equitable and innovative partnerships that 
foster sustainability. 1 

In addition to compiling evidence on the select cases that were already available online, we conducted 
over 15 key informant interviews with USAID Mission staff and implementing partners to understand best 
practices and lessons learned from the six case studies. To ensure a diversity of experiences and perspectives 
on working with local partners, selected informants differed across roles, were based in various regions, and 
used a range of funding mechanisms in their activities. Through these interviews and the accompanying case 
study analysis, we were able to better understand the degree to which improved equity, sustainability, or 
innovation can be attributed to efforts made to implement the A&A Strategy guiding principles. 

Our team asked interviewees a variety of questions that relate to these three guiding questions: 

1. Does a more strategic use of awards to local partners (including subawards) expand opportunities to 
build local partner capacity?

2. Have partnerships with new and underutilized partners (NUPs) led to innovative, sustainable, and/or 
more equitable approaches to USAID’s work?

3. Did the award mechanism used for the activity enable or inhibit co-creation throughout the program cycle?

Key takeaways and additional information about the findings of the six case studies can be found on the 
following pages.

1 These case studies were sourced from Locally Led Development (LLD) Initiatives including Local Works and the Cooperative Development 
Programs, Global Health’s New Partnerships Initiative NPI-Expand, and 2-3 other mechanisms, M/OAA Strategic Use of Subwards Work-
shop Report,  NPI Action Plan Summary Report and any ongoing research and learning activities aiming to produce findings relevant for this 
synthesis project.
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CASE STUDY 1: NORTHERN EDUCATION INITIATIVE PLUS (NEI+) NIGERIA

How does this case study relate to the Learning Question(s)?
The Northern Education Initiative Plus Activity shows that the use of subcontracts can lead to strengthened 
capacity as demonstrated by Value Minds Software Solutions’ improved branding, reputation, and finances, and 
that the use of a local organization can lead to innovative implementation and sustainable results. This case 
study also demonstrates the importance of collaboration during the design phase and leveraging the expertise 
of local partners.

High-Level Overview/Activity Background
The Northern Education Initiative Plus (NEI+) was a five-year, $82.2 million contract implemented as a 
follow-on activity by Creative Associates International (CAI). The activity sought to improve access to 
quality education (with a focus on reading) in the Bauchi and Sokoto states of Nigeria. This follow-on 
activity  was built on the successes of the first Northern Education Initiative that concluded in 2014. 
Improving access to quality education for girls, orphans, and children enrolled in non-traditional schools 
was a primary focus of the program, in addition to strengthening Nigeria’s federal, state, and local government 
education authorities. Through this activity, local government education authorities became better equipped 
to train and manage teachers and improved their capability to plan, budget, and deliver on professional  
development, ensure school governance, and mobilize community support for learning and the timely 
distribution of materials.

Under NEI+, Value Minds Software Solutions (Value Minds), designed a teacher management information  
system (TMIS) to improve the day-to-day management of teachers and track other inefficiencies such as 
teacher absenteeism. In addition, Value Minds developed training manuals and guides, migrated all existing 
teachers’ information to the app, and provided training for policymakers, influencers, and high-level  
education managers to familiarize them with the TMIS’s functions. Furthermore, Value Minds developed 
an education management information system to collect data on Hausa and English early grade reading 
to improve monitoring, demand projection, and resource planning. Through Value Minds, CAI was able 
to form new partnerships with other local software companies as a result of the activity and improved its 
branding, reputation, and finances by networking with multinational implementing partners and members 
of the activity consortium. Value Minds has gone on to experience a significant increase in revenue and a 
200 percent increase in staff since their involvement in NEI+.

By activity end, 20,000 teachers were trained on evidence-based approaches to early grade reading using 
the TMIS, reaching hundreds of thousands of out-of-school children and youth attending non-formal 
learning centers, adolescent girls learning centers, and youth learning centers. NEI+ led to the distribution 
of 9 million books to teachers and pupils in 2,387 primary schools and 5,600 non-traditional schools to 
help children improve their reading skills.

https://www.creativeassociatesinternational.com/past-projects/nigeria-northern-education-initiative/


Best Practices/Lessons Learned

Collaborate During the Design Phase

The prime partner involved the subcontractors early on in the design process of this activity. Value Minds was 
asked to join a consortium under CAI to assist in drafting the technical proposal in response to the activity  
solicitation. Once the contract was awarded to CAI, all members of the consortium (four local Nigerian  
organizations and three U.S.-based international organizations) took a leading role in defining the scope of 
work of their elements of the activity, thereby ensuring their goals and desired capacity development needs 
were met. Value Minds indicated that their input and opinions were sought after by the prime contractor and 
that they gained valuable insights to improve their business as a result of the activity.

Explore Mandates to Prioritize the Expertise of Local Partners and Provide Funding to Strengthen 
Capacity (when necessary)

Subcontractors suggested updating USAID mandates to prompt prime contractors to render a greater 
percentage of the award to local partners for implementation and capacity building. Local partners are often 
small and require training from prime contractors to gain access to USAID and bid on potential projects.  
At the same time, many of these local partners possess technical skills on par with their international  
counterparts with the added advantage of understanding local context. Value Minds was producing high-quality 
IT solutions prior to this activity; leveraging these technical skills and their knowledge of the Nigerian landscape 
improved the adoption rate and sustainability of the teacher and education management information systems 
that were implemented.

Provide Compliance Trainings

Local partners felt the activity could have been improved if an information session was held on regulations 
specific to USAID awards that commonly affect subrecipients and subcontractors. Local partners often 
require a transition/training period to fully adjust to the programmatic, financial, and operational compliance 
standards of USAID and its implementing partners.



CASE STUDY 2: PROMOTING TANZANIA’S ENVIRONMENT, CONSERVATION 
AND TOURISM (PROTECT)

How does this case study relate to the Learning Question(s)?
The Promoting Tanzania’s Environment, Conservation and Tourism Activity (PROTECT) illustrates how the 
use of local partners can lead to strengthened capacity as evidenced by the Southern Tanzania Elephant 
Program’s improved organization operations and strategy, and that the use of a local organization can lead to 
innovative implementation and sustainable results. This case also demonstrates the importance of constant 
communication and appropriate expectation setting.

High-Level Overview/Activity Background
PROTECT was a five-year (2015-2020), $19.1 million contract with the ability to issue “grants under contract” 
that was implemented by RTI International (RTI), seeking to promote biodiversity conservation and private 
sector-led tourism growth in the country. The activity featured a $4.5 million grants program to provide 
targeted support to conservation stakeholders, government institutions, and civil society organizations. One 
grantee of the activity in 2018 was the Southern Tanzania Elephant Program (STEP), an NGO tasked with 
developing and implementing new wildlife corridor regulations. 

While STEP had a wealth of technical expertise they brought to the table, RTI International mentored STEP 
(by way of activity staff and additional consultants) to provide substantial improvements to STEP’s operational, 
financial, IT, and communications systems. These improvements to organizational operations led to revisions 
of STEP’s strategic plan and the organization becoming compliant with U.S. Government (USG) requirements. 
These changes have also benefited STEP in receiving funding outside of the USG as well.

To increase local buy-in towards their elephant conservation approach, which at times appeared to compete 
with other land use needs of the communities, STEP sought out community members to collect and analyze 
data that tracked the movement of wildlife along the corridor. At first, the local community did not understand 
the purpose of its involvement in data collection, asking “how does this help them?” In response, STEP 
conducted outreach and explained to community leaders how the corridor would lead to reduced harm to 
their crops and dwellings. STEP recognized the local communities’ potential to provide additional insights 
and more thorough datasets and decided to leverage their expertise while simultaneously unburdening data 
collection responsibilities from their limited staff. PROTECT and STEP agreed on the significance, practicality, 
and sustainability of enabling a multistakeholder approach for this work, and how a wealth of information 
would be uncovered about the corridor’s utilization beyond community land use. Therefore, PROTECT made a 
modification to its grant with STEP to train community members in modern geospatial information systems (GIS) 
monitoring techniques, which led to STEP obtaining high-quality, comprehensive datasets. Local knowledge 
increased the completeness and accuracy of datasets used to determine optimal wildlife corridors, dispersal 



areas, buffer zones, and migratory routes and local buy-in led to the sustainability of the overall objectives. 
These data from local partners informed wildlife corridor funding recommendations that were implemented 
at the national policy level, and human-wildlife conflict has been reduced as a result. 

Best Practices/Lessons Learned

Constant Communication

Given that STEP and RTI International engaged in a co-creation process from the design phase for the activity, 
it is clear USAID staff recognized the need to, and provided flexibility for the timelines and objectives of the 
activity. Weekly discussions, joint participation in key activities and meetings, joint site visits, and a constant flow 
of information between teams led to a successful partnership.

Forward-Thinking

The contractor cited that STEP was a nascent local organization with excellent technical expertise and a 
hunger to make an impact. Despite RTI’s rigorous selection process for recipients, having high technical 
standards for the activity led to the decision to work with STEP. Furthermore, STEP gained important 
capacities to become a key driver in their location in Tanzania for conservation, working directly with the 
USG, and receiving subsequent awards (USG and non-USG) that have totaled over $180,000.

Set Appropriate Expectations

Given the amount of data that STEP had already shared with governmental authorities about elephant 
poaching, RTI International recognized that STEP’s staff was primarily technical and that they should lead 
the process of data collection and defining project objectives. However, there was also recognition that 
STEP was inexperienced in navigating bureaucratic regulations and compliances, so PROTECT provided 
training in IT, procurement, finance, and overall grant management, procurement, finance, and overall  
grant management.



CASE STUDY 3: NEW PARTNERSHIPS INITIATIVE EXPANDING HEALTH  
PARTNERSHIPS (NPI EXPAND) LIBERIA

How does this case relate to the Learning Question(s)?
The New Partnerships Initiative: Expanding Health Partnerships in Liberia exhibits how the use of subawards 
can lead to strengthened capacity as demonstrated by the formation of the Health Federation of Liberia, and 
that the use of a local organization can lead to innovative implementation and sustainable results.  This case also 
demonstrates the importance of recognizing time constraints and enabling ownership for local partners.

High-level Overview/Activity Background
The New Partnerships Initiative (NPI) Expanding Health Partnerships (NPI EXPAND) is a five-year cooperative 
agreement, $58.9 million award implemented by Palladium with the aim of supporting Missions with increasing 
the availability and utilization of quality health services across all USAID priority health areas through new and 
underutilized partners (NUPs).  The NPI EXPAND activity will contribute to health goals equitably and sustainably 
through enhanced participation of capable local partners to increase demand for and deliver high-quality and 
high-impact health services at scale.

USAID/Liberia obligated $1 million into NPI EXPAND that resulted in Palladium providing support to 
the Healthcare Federation of Liberia (HFL). The HFL is a private sector health federation whose aim is to 
strengthen the role of the private sector in healthcare service delivery and enhance its relationship with 
the public health sector.  The Federation was launched in January 2020 with support from USAID through 
Africa Health Business (AHB), a Pan-African consulting firm, which conducted an assessment of the country’s 
private health sector.  The assessment was conducted as part of another USAID-funded activity, Health Policy 
Plus (HP+), which identified the need for a unifying body and opportunities to improve the Liberian health 
system through private sector engagement, creation of a framework for collaboration with the government, 
and better leveraging of the private sector for  
improved health outcomes.

Through this award, NPI EXPAND supported the HFL with the establishment of training programs for 
private healthcare workers on infection prevention and control, case management, and emergency response 
protocols for COVID-19. The prime implementing partner also assisted the HFL in forming a Board of Directors 
and the creation of a leadership and governance policy. The HFL aims to engage local NGOs to mobilize 
religious and community leaders to increase public awareness of the risks of infection with COVID-19 and 
increase prevention. The HFL, with support from NPI EXPAND, is in the process of developing a digital platform 
that will provide online courses to build financial management skills of small-to-medium-sized health enterprises 
and support the development of loan products specifically for the health sector.

Getting local actors together as part of one private sector health federation with shared goals had never 
been accomplished before in Liberia. Members of the HFL were able to strengthen their entrepreneurial and 



business capacities and the activity team helped the HFL develop a mobilization plan and establish a minimum 
monthly fee for members. This fee helps to ensure financial sustainability of the federation and continued 
functionality as a service provider after USAID assistance ends. Since NPI EXPAND’s intervention, the HFL 
has been awarded other regional grants that they plan to implement in the next few months, providing an 
opportunity for the HFL to expand its grant management capabilities and experience.

Best Practices/Lessons Learned

Enable Ownership for Local Partners

One component of capacity building in this activity was leadership development of the HFL Board and 
Secretariat so that organizational governance protocols were developed and institutionalized. Capacity 
building conducted by the AHB was instrumental in developing governance skills for the HFL, but the 
Federation is still in its infancy stage and only just begun to work as a team and support Liberia’s Ministry of 
Health. For the HFL to succeed further and the outcomes of the activity to be sustainable, the institution 
needs to be more empowered and enabled to assess and address the challenges it faces with less support 
from the prime implementing partner. This approach also helps achieve more locally owned results. 

Recognize Time Constraints and Acknowledge Progress

Given that the HFL is a volunteer organization, some members were unable to meet deadlines and attend 
meetings because of their busy schedules. While these and other expectations for the activity were not met 
in the two-year time frame, the establishment of the first private sector health federation in Liberia itself was 
a big milestone. Though there is still much work to be done, getting the HFL off the ground is an impressive 
achievement for the activity team. The prime implementing partner indicated that a longer term of engagement 
would likely have made the activity implementation smoother as the HFL transitioned to operating without 
USAID involvement. 



CASE STUDY 4: GENERATING RURAL OPPORTUNITIES BY WORKING WITH  
COOPERATIVES (GROW-COOP) PHILIPPINES

How does this case relate to the Learning Question(s)?
The Generating Rural Opportunities by Working with Cooperatives Activity showcases how the use of  
subawards can lead to strengthened capacity as demonstrated by agricultural cooperatives receiving  
mentorship and joining value chains, and that the use of a local organization can lead to innovative  
implementation and sustainable results. This case also demonstrates the importance of ensuring Mission 
knowledge of different funding mechanisms.

In the case of GROW-Coop, the partnership with Agriterra, a NUP, led to more sustainable and innovative 
approaches. In terms of innovation, through the co-development of the activity, Agriterra came up with an 
innovative way of tying the capacity building and value chain participation objectives of the solicitation; this 
was proposed and detailed further during the intensive co-development undertaken with them to finalize the 
program description that went into the award. Working with a well-regarded local NUP,  increases the likelihood 
of sustainability for the capacity building model because they are trusted in the sector, will continue to do work 
in the sector after the activity is finished, and will have transferred the know-how/model to subrecipients who 
are acting as local resource organizations (LROs).

High-Level Overview/Activity Background
Generating Rural Opportunities by Working with Cooperatives (GROW-Coop) is the first of six awards made 
by USAID/Philippines as part of the Local Works program. GROW-Coop is a 2.5 year activity implemented 
through a cooperative agreement with the recipient, Agriterra, to expand rural livelihood opportunities and 
household incomes. The activity aims to accomplish this goal by facilitating the development of successful local 
agricultural cooperatives, federations, and private companies into LROs that will build the capacities of smaller 
under-performing agricultural cooperatives and enable them to participate in value chains. LRO is a term that 
some locally-led practitioners use to refer to organizations that less capable peer organizations go to for help, 
advice, and networking.

In line with USAID’s A&A Strategy, a co-creation process with USAID and the applicant was adopted pre-award 
to finalize the program description that eventually was incorporated into the cooperative agreement. This 
process was articulated in the notice of funding opportunity. During implementation, as part of work plan 
development and finalization, co-creation activities with key stakeholders were also conducted in order to 
generate buy-in.

The LRO-anchored peer-to-peer capacity building model has been found to be a win-win proposition for both 
small and large cooperatives in the Philippines. Large cooperatives—standalone or federations—  and private 
companies, acting as LROs, provide mentorship and capacity building support for micro, small, and medium 
agricultural cooperatives. While these smaller cooperatives, which have long-standing relationships with 

https://www.usaid.gov/local-faith-and-transformative-partnerships/local-works


farmers in other areas, help strengthen the value chain of the LROs by serving as suppliers (e.g. yellow corn for 
feeds, milk for dairy products). The LROs become a stable market for the small cooperatives which also benefit 
indigenous farmers, women, and other non-traditional partners.

Best Practices/Lessons Learned

Expand on Existing Work

In the true spirit of assistance mechanisms, Agriterra was funded to do work it was already doing, which expanded 
its impact to smaller cooperatives. Prior to GROW-Coop, Agriterra focused on further enhancing organizational 
capacities of successful cooperatives. This activity enabled Agriterra to connect USAID with the larger cooperatives 
and leverage their expertise for the benefit of more disadvantaged groups. Since 1997, Agriterra has provided 
support to 278 agricultural cooperatives worldwide, including in the Philippines. In 2017, 677,785 farmers were 
beneficiaries of Agriterra’s work to expand local cooperatives and farmers’ organizations. For partnerships with 
local partners to be successful, all parties (USAID, its implementing partner, and the target population) need to 
find the activity valuable on their own. 

GROW-Coop highlights the importance of considering existing local capacity and relationship dynamics as 
enablers for local ownership and sustainability of results. To this end, the case study exemplifies a use of a systems 
lens to design and implement the award with local partners. This approach is also in line with USAID’s Five R’s 
Framework—a practical methodology for supporting sustainability and local ownership through focused attention 
to local actors and local systems.

Alternative Ways to Partner

USAID and its prime partners should consider partnering with coalitions of local companies rather than traditional 
development consultants or firms. Issuing subawards in this way enables the activity team to focus on the 
expertise and connections of local institutions rather than the professional capacities of international organizations.   
A peer-based approach is advantageous as it recognizes that successful practitioners are in a good position to 
provide knowledge to those in the same sector given their record of success. It also leverages the inherent trust 
between groups that have shared experience or conditions.  Additionally, the wholesale approach of leveraging 
expertise of existing local actors (into “LROs”) to implement capacity development is more efficient than USAID’s 
traditional approach to implementation. Not only does it allow USAID to reach more beneficiaries, but by working 
with existing organizations and transferring capacity building know-how, continued implementation of activities 
after award completion have a higher likelihood of being sustained.

Ensure Mission Knowledge of Different Funding Mechanisms

The Mission cited that they likely would have used a Fixed Amount Award (FAA) rather than a cooperative 
agreement to expedite the pre-award process, but they were unfamiliar with FAAs at the time. However, the 
Mission did state that due to the implementation of the 2018 A&A Strategy there is now a greater awareness 
and usage of FAAs.

Co-Creation at Different Phases Leads to Greater Buy-In

The award significantly benefited from co-development in different phases - 1) week-long co-development of the 
program including the initial set of subrecipients that became LROs prior to the finalization of the program 
description and award, 2) co-development of annual work plans, which also included other stakeholders beyond 
USAID, 3) co-development of ‘pivot’ activities during COVID, which relied heavily on listening to what the 
stakeholders in the sector needed in terms of support (this enabled the activity to come up with innovative 
tasks during the pandemic, including direct coop-to-coop trading and establishment of a cooperative resiliency 
mechanism), and 4) regular, bi-weekly (as requested by Agriterra) update meetings between USAID Agreement 
Officer’s Representative (AOR) and Agriterra’s Chief of Party (COP) where they could talk through ideas 
emanating from the agriculture cooperatives sector.

https://usaidlearninglab.org/library/5rs-framework-program-cycle
https://usaidlearninglab.org/library/5rs-framework-program-cycle


CASE STUDY 5: NEW PARTNERSHIPS INITIATIVE EXPANDING HEALTH  
PARTNERSHIPS (NPI EXPAND) BRAZIL

How does this case study relate to the Learning Question(s)?
The New Partnerships Initiative: Expanding Health Partnerships in Brazil demonstrates how the use of 
subawards can lead to strengthened capacity as evidenced by the recovery of Amazonian communities’ 
health systems and economic opportunities, and that the use of a local organization can lead to innovative 
implementation and sustainable results. This case also demonstrates the importance of leveraging the private 
sector and using a flexible approach.

High-Level Overview/Activity Background
TThe New Partnerships Initiative (NPI) Expanding Health Partnerships (NPI EXPAND) is a five-year  
Cooperative Agreement, $58.9 million award implemented by Palladium with the aim of supporting  
Missions with increasing the availability and utilization of quality health services across all USAID priority 
health areas. 

USAID/Brazil obligated $2.4 million into NPI EXPAND that resulted in Palladium making a subaward to the 
Partnership Platform for the Amazon (PPA) and SITAWI Finanças do Bem (Finance for Good), launching 
the PPA Solidarity fund. Through subawards to local organizations operating in the Amazon, the activity 
focused on local health system capacity development and economic recovery for communities impacted by 
a second wave of COVID-19 in the region. 

NPI EXPAND in Brazil began with an initial obligation of $2.1 million in 2020 and later received an additional 
$300,000 in obligations for emergency COVID-19 response in early 2021. Recently, EXPAND received 
$7.5 million in COVID-19 American Rescue Plan Act (ARPA) funds to support work in Brazil. This funding 
will support local partners to focus on two objectives: 1) accelerate widespread and equitable access to 
and delivery of safe and effective COVID-19 vaccinations; and 2) reduce morbidity and mortality from 
COVID-19, mitigate transmission, and strengthen health systems, including prevention, detection, and 
response to pandemic threats.

In addition, by working through the PPA, as a collective action platform with over 40 private sector members, 
the PPA Solidarity activity mobilized $3.5 million from local and international private sector partners toward 
the activity, for a total of $5.9 million in co-investments. By activity end, the PPA Solidarity activity resulted in 
cost-sharing and networking between the public and private sector, leading to the distribution of food baskets 
and hygiene kits to over 16,000 families in rural regions of the Amazon, over 360 health workers receiving 
training, and 720 entrepreneurs and 24 businesses obtaining financial and business advisory services to handle 
the economic shocks caused by COVID-19. Millions of Brazilians will have received important information 
about COVID-19 and over 1 million masks will have been distributed by activity completion. PPA also played 



an important role in supporting virtual capacity strengthening around communications, success stories and 
registering the activities within the activity, all at a distance. Now that an ecosystem of local capable actors has 
been developed, USAID/Brazil is working on putting together another private sector health activity (with the 
DFC) to help female entrepreneurs in the Brazilian Amazon.

Best Practices/Lessons Learned

Flexible Approach

NPI EXPAND had serious time constraints given that the subaward was to be implemented in 12-18 months, 
as well as the urgency to address COVID-19 in Brazil. Changes to the activity were met with adaptability and 
flexibility from the Mission and the prime implementing partner. Not only did USAID/Brazil provide extensions 
to timelines for the activity, the activity team also tried a creative, non-traditional approach to achieve results 
quickly. The PPA was instrumental in the development of partnerships with private sector companies that 
contributed financial resources, increasing considerably the amount of funds dedicated to the activity. 
Furthermore, the approach of mobilizing private companies to this call to action helped to validate the role of 
the PPA as a platform that facilitates private funds towards real needs in remote communities in the Amazon. 

Lasting Impact through Subrecipient Involvement

Without the local involvement and expertise of PPA, health education and hygiene kit distribution in rural 
regions of the Amazon would have been significantly more difficult. Many of the beneficiaries and companies 
involved in the PPA Solidarity Fund deepened their ties to and support of these Amazon communities. For 
example, one PPA member used crowdfunding to finance ICU beds and ventilators for a hospital in the interior 
of the Amazon. This company continues to work with the hospital and has established additional operations 
in the region.

Using Fixed amount subawards also proved to be an efficient funding mechanism to quickly fund a large 
number of organizations, help with their liquidity needs, and still manage risk. However, the mechanism 
was unable to provide much capacity building opportunities due to the simplified acquisition threshold on 
fixed amount subawards. Most of the capacity building activities were conducted opportunistically during 
the beginning of the subaward. NPI EXPAND was able to leverage the existing relationship with PPA and its 
private sector partners to reach remote and underserved vulnerable communities in the Amazon States.

Leverage the Private Sector

At the outset of the NPI EXPAND Brazil Program, using PPA network’s to leverage co-investment from 
the private sector was an integral part of the strategy and ultimate success. The PPA network linked 
corporations involved in Amazon-based business to reputable local partners to amplify NPI EXPAND’s 
work. To date, the initial contribution from USAID through NPI EXPAND at $2.1 million for COVID-19 
response in the Amazon, leveraged an additional $3.5 million from Agenda Publica, CONEXSUS, ECAM, 
Mais Unidos, and Hydro. It is anticipated that  $293,000 in additional leveraged funding is expected thanks 
to IJUS, Instituto Beraca, Fundação Vale, and ECAM.



CASE STUDY 6: SUSTAINABLE CULTURAL HERITAGE THROUGH  
ENGAGEMENT OF LOCAL COMMUNITIES PROJECT (SCHEP) JORDAN

How does this case study relate to the Learning Question(s)?
The Sustainable Cultural Heritage through Engagement of Local Communities Project shows that the use 
of subawards can lead to strengthened capacity as demonstrated by the increased opportunities for Jordanians 
to enhance their skills and employability, and that the use of a local organization can lead to innovative 
implementation and sustainable results. This case also demonstrates the importance of accounting for the 
local government and keeping an open-door policy.

High-Level Overview/Activity Background
The Sustainable Cultural Heritage Through Engagement of Local Communities Project (SCHEP) was initially 
a four-year activity in Jordan implemented by the American Center of Oriental Research (ACOR) from 
2014-2018 that has since been extended until 2022.  The project aims to achieve effective and sustainable 
preservation, management, and development of Cultural Heritage Resources (CHR) in the country. SCHEP seeks 
to achieve these goals by creating an enabling environment that fosters community engagement, strengthens 
CHR institutions, and sustains and grows a community of practice.

SCHEP worked to improve nine CHR sites in Jordan, increasing visits to the sites by 57 percent and decreasing 
threats such as vandalism and theft. SCHEP accomplished this by conducting site development projects and 
capacity development programs for Jordanians to enhance their skills and employability in CHR and tourism. 
The project used Open Learning Environments to create venues and opportunities for learning, networking, 
and knowledge-sharing to improve self-sufficiency of CHR sites. Courses in Open Learning Environments 
led to 300 individuals being trained in GIS, site management, artifact preservation, wall painting conservation, 
cultural heritage documentation, and other relevant skills. The activity has generated 394 job opportunities, of 
which 286 are located in areas of high poverty and/or high concentrations of refugees. Previously, nearly all job 
opportunities in the sector were seasonal, but many now provide year-round employment due to increased 
visits and site maintenance needs.

SCHEP represents a good example of how partnership with a well-established organization like ACOR has 
the capability to enhance sustainability of project results on the ground. The long-term involvement of project 
partners and the hybrid model of bottom up and top down implementations are innovative approaches towards 
building local leadership, embedding local ownership, and improving the enabling environment. SCHEP’s award 
type, a cooperative agreement, allowed flexibility and dynamic implementation during the lifetime of the project, 
especially in adapting to the pandemic and lockdown periods through the provision of online capacity building 
programs and continued technical assistance. Bringing the different partners and stakeholders in the heritage 
sector together in various venues and meetings resulted in the formulation of a solid strategy for the heritage 



sector that is set to be launched in January 2022. The strategy will serve as a mechanism towards solving 
the problem of defragmentation in the heritage sector and enhance all aspects related to the management, 
preservation, and development of CHR in Jordan. Without such a strong partnership with ACOR under the 
SCHEP activity, these gains in the heritage sector would have been nearly impossible to achieve.

Best Practices/Lessons Learned
Support a Systems Approach

SCHEP has supported the establishment of four micro and small-sized enterprises (MSEs) in the CHR/
tourism sector, offered workshops and training on social media and site promotion, and introduced tour 
operators to lesser-known CHR sites. One of the MSEs SCHEP supported is Hand by Hand Heritage, a 
youth-led, community-based company that promotes heritage-oriented tourism in Umm al Jimal and produces 
signs and other interpretive materials produced from design to production entirely on-site. Hand by Hand 
partners with service providers in the local community, creating new opportunities for employment and 
economic growth based on cultural heritage.

Keep an Open-Door Policy

SCHEP described one of the keys to success of the project was that ACOR and the Mission were open about 
the challenges and issues they were facing. One example of a challenge faced during the lifetime of the project 
was the changes in government leadership and shuffling of key employees which caused a few major delays 
in the project’s activities. ACOR addressed the challenge via cooperation with USAID, participating in joint 
meetings with the government entities to overcome delays and explain how crucial it is to communicate any 
anticipated changes of staff to the project. Active listening and trust between ACOR and the Mission led to 
sustainability at cultural heritage sites that was not present before SCHEP.

Account for the Local Government

One of the main challenges of SCHEP was that discussions included only USAID and local private sector 
companies and NGOs. SCHEP encountered difficulties at certain phases of the project because Jordanian  
government ministries were not aware of the project. SCHEP approached the government to address  
these issues, but more discussions with the local government at the inception of the project could improve 
the bridge between project design and implementation. Even though some stakeholders may have smaller 
roles than others, it is important to ensure that all relevant stakeholders are aware of the concept of the 
project and its objectives during the inception phase. More solid understanding and awareness should also 
be maintained during the implementation phase. Since SCHEP utilized different approaches of involvement for 
government participation (e.g. bottom up and top down), some government entities encountered difficulties in 
understanding their role in the project. But with perseverance and constant follow up by SCHEP team members 
through meetings and site visits with different levels of government employees, this challenge was addressed.


