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W
  hen the General Assem-

bly of the United Nations 

adopted the Sustainable 

Development Goals in 2015, 

it was a moment of celebra-

tion for the education sector. For the fi rst time, the 

global community accepted that learning is lifelong and that 

enough opportunities to learn should be provided to people 

of all ages, sexes, social and ethnic groups. This develop-

ment nurtured the hope that decision-makers and key 

stakeholders would broaden education policies, and place 

greater value on Adult Learning and Education (ALE). How-

ever, while it is obvious that several improvements have 

been made, ALE remains the most neglected sub-sector in 

many national education systems.

A key challenge many government and non-government 

adult education institutions face is the lack of a system 

to develop, fund, monitor, and support ALE at a national, 

regional and local level. While many countries have more 

or less sophisticated systems in place for primary and 

secondary schooling, higher education, and sometimes 

vocational education, the same cannot be said for ALE. 

DVV International has more than 50 years’ experience 

in supporting the establishment and improvement of 

ALE systems. One lesson learnt from these efforts is that 

isolated interventions bear a high risk of failure. The same 

is true for processes that are mainly based on foreign 

expertise and copy-paste schemes.

With this background in mind, DVV International’s team 

in East / Horn of Africa, under the leadership of Sonja 

Belete, started a process of developing a holistic model 

Foreword

for sustainably improving ALE systems. 

These booklets present the methods 

and experiences that have been developed 

over time. We called it the “Adult Learning 

and Education System Building Approach” 

(ALESBA), and it is based on several simple truths:

•  Sustainable system building is a time-consuming, 

long-term process, that demands a great deal of 

patience and fl exibility. 

•  Ownership is the key. Local actors should shape the 

process and create the system. External expertise can 

be useful, but should not lead the process or impose 

(quick) solutions.

•  System building demands consensus building between 

the key partners. This factor is essential for success 

and should be established from the beginning and 

maintained throughout the process.

Sonja Belete and her team developed the ALESBA in 

a bottom-up manner, mainly based on experience from 

Ethiopia and Uganda. Meanwhile, the approach has been 

taken up by ten other countries in Africa. The process was 

shaped by the principles of action learning to ensure that 

formats and tools were developed and further updated 

during the journey. Learning-by-doing is a key success 

factor of the approach and should be used throughout the 

implementation of the process. ALESBA is a tool, which 

can guide stakeholders in the complex task of system 

building, at the same time the approach is open to 

improvement, adaptation, and modifi cation!

We wish you great success in building and reforming 

ALE systems, and hope our experience can contribute 

to your work!

Uwe Gartenschlaeger
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SDGs  ..........................................................................................  Sustainable Development Goals 
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1. INTRODUCTION

Phase Four of the ALESBA is where real action 

occurs. It is the phase where all the assessments, 

diagnosis, analysing, thinking, planning and design-

ing from the previous phases is tested in the real 

world of delivering services to youth and adults as 

described in the Adult Learning and Education (ALE) 

vision. For the most sustainable long-term results, 

implementation should ultimately be managed through 

national systems and processes. This can strengthen 

essential capacities such as project/programme 

management, coordination, participatory planning 

and budgeting, etc., and ensure access to services 

for a wider target group. Stakeholders can feel a 

strong sense of ownership of initiatives when their 

own efforts, projects and programmes feed into 

national systems and procedures used for imple-

menting ALE services (Wignaraja Kanni, 2009). 

Phase Four provides the opportunity to test run and 

implement the newly designed ALE system (Phase Three) 

in selected areas and with specifi c target groups on a 

smaller scale before reviewing, adjusting and scaling 

up to a national system in Phase Five of the ALESBA. 

Depending on the status of the existing ALE system and 

the extent to which it has been redesigned during Phase 

Three, the implementation and testing phase can take 

three to six years to provide suffi cient time for testing the 

functioning of the redesigned system building blocks and 

the fl ow of process in the system to deliver ALE services.

Phase Three concluded with documentation of an ALE 

system design response framework as a key document 

that describes how the new system will look and func-

tion with its redesigned elements, building blocks and 

processes. To start implementation, the system design 

response framework should be translated into an 



9PHASE FOUR – IMPLEMENT AND TEST

1 .  I N T R O D U C T I O N

operational plan with different roles assigned to stake-

holders who are part of the ALESBA partnership. There-

fore, Phase Four starts with a reference to the system 

design response framework and provides guidance on 

the development of the operational plan to implement 

the newly designed system. 

The ALE system design response framework elaborates 

the technical details of each redesigned system building 

block and contains substantial information on policies, 

strategies, implementation structures, and capacity building 

modalities, etc. The formulation of an operational plan that 

captures the activities and responsibilities with timelines to 

start implementation does not necessarily guarantee a 

successful testing phase of the new system. Phase Four 

will also test to what extent the different stakeholders who 

became partners in the ALESBA continue to maintain a 

consensus and promote the core principles and values 

towards achieving the ALE vision. Partnership provides a 

new opportunity for doing development and service delivery 

better, by recognising the qualities and competencies of 

each sector and stakeholder and fi nding new ways of 

harnessing these to achieve the ALE vision as well as put-

ting a sustainable system in place that can deliver quality 

ALE services at a national level.

Therefore, Phase Four concerns itself with managing the 

implementation and testing phase from both the supply 

and demand sides of ALE service delivery. Managing from 

the supply side involves the technical implementation of 

system elements and building blocks as well as giving 

attention to how the partnership is governed, the institu-

tional capacity of the ALESBA partners to play their roles, 

how the implementation and testing will be monitored, 

including the assessment of risks, and how best practices 

and learning insights can be harnessed through mecha-

nisms such as quality study circles for advocacy and 

evidence-based infl uencing.

The ultimate test for a successful system is whether it con-

tinues to serve the needs and interest of the users of its ser-

vices. Therefore, the new system has to be tested from the 

demand side and Phase Four elaborates community score-

cards as a potential tool to test the response of the users 

of the services to what the newly designed system offers. 

Implementation and testing of a newly designed ALE 

system is a huge undertaking and the scope and contents 

of all the processes, activities and considerations that have 

to be taken on board cannot be covered in one ALESBA 

booklet. Therefore, Phase Four aims to highlight selected 

key topics and activities that should be taken into account. 

The users of the toolkit and this booklet in particular are 

expected to use the contents as a starting point for further 

reading, exploration, experimentation and action. As usual, 

the booklet on Phase Four should be read together with 

other ALESBA booklets in the toolkit to understand the 

fl ow of contents between the phases.
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2.  TRANSITION FROM PHASE THREE TO 
PHASE FOUR OF THE ALESBA

The transition from Phase Three to Phase Four rests 

upon completing the designing and planning steps 

and starting to take action by implementing and 

testing the newly designed system on a smaller scale. 

Some countries may have completed both the ALE 

system design response framework as well as an 

operational plan to implement the new system during 

Phase Three, while others may have completed only 

the system design response framework. Therefore, 

it is useful to have a brief reminder of the contents 

of the system design response framework and to 

elaborate the process to formulate an operational 

plan. The plan will be developed and implemented 

by the ALESBA stakeholders who have worked in 

partnership since Phase One. Based on their man-

dates and competencies each partner will take up 

different roles and responsibilities in the plan. What 

remains important is their interest and commitment 

to participate and this section of the booklet will 

touch on the different forms of participation before 

unpacking how implementation will be managed 

from the supply side in the next section.
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The ALE system design response framework is a document 

that captures all the processes and decisions made during 

Phase Three of the ALESBA. It also refers to Phases One 

and Two of the ALESBA and captures the journey of ALE 

system building in the country in summarised form. It is the 

2.1 The ALE system design response framework

foundation and description of the new ALE system design 

and is called a ‘response framework’ because it is also the 

document that will guide Phase Four on how to implement 

and test the new system design. Ideally, the document 

should contain the following information:

It is useful to start the documentation process of the ALE 

system design response framework during Step One of 

Phase Three so that the document can be ready by the 

end of Phase Three. Each ALESBA partner/stakeholder 

should have a copy and a workshop or meeting should be 

conducted to share the design with senior managers for 

validation and approval. The document should be offi cially 

approved by all ALESBA partners to become the offi cial 

response framework that informs the operational plan 

and guides the testing and implementation phase of a 

new system design. The highlighted sections in the table 

are the key sections/information that inform the formulation 

of the operational plan to start implementation and testing 

of the new system.

Topic Details

Executive Summary A brief overview of what follows in the document.

Introduction Purpose of the document, and overview of ALESBA, etc.

Background
Overview of previous ALESBA phases and major outcomes with references to 
annexes, acknowledgement of ALESBA stakeholders and partnership, etc.

Vision and underlying/driving principles
Agreed upon revisited vision, driving principles agreed on between ALESBA 
stakeholders during Phase One.

Summary of ALE system challenges as 

identifi ed during Phase Two

E.g., ALESBA scoring table results from the diagnostic study, and demand 
assessment, etc. Short summarised contents to show the challenges/situation 
the new system design responds to.

Entry points for ALE system improvement
Description of selected and prioritised building blocks with a brief reference to 
the process of selection and reference to workshop reports in the annexes.
(Outcomes of Step One – Phase Three).

Redesigned system elements

Description of each redesigned system element – for both prioritised system 
building blocks from Step One and other affected building blocks from Step 
Three (as elaborated during Phase Three). A detailed description of how the 
building block will function, which modalities, methodologies, structures, and 
policies, etc., will be in place, etc.

Stakeholder roles and responsibilities As agreed between ALESBA partners.

Operational plan for implementation

The plan describes how the response framework will be operationalised and 
implemented during Phase Four. It shows which redesigned building blocks will 
be addressed fi rst and how others will phase in over time, etc. The fi rst draft of 
the plan can be formulated during Phase Three, but the details will be elabo-
rated during Phase Four.

Conclusion Concluding statements and next steps.

Annexes Workshop reports from previous phases and other supporting documents.

ALE system design response framework
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2.2 Operational plan for implementation

situation by allowing new practices (newly redesigned 

system building blocks) to be rolled out, while core pro-

cesses are still running. Changing the system will also 

require building the internal skills in organisations to help 

face and adapt to new circumstances as explained in 

section 3.3. of this booklet.

Bear in mind that not all system building blocks will need 

a redesign, only the building blocks identifi ed as having 

challenges or creating blockages in the system to deliver 

services (as identifi ed during Phases Two and Three of the 

ALESBA). Phase Three also made provision for assessing 

the impact of the redesigned building blocks on existing 

functioning building blocks and accommodating changes 

to the existing building blocks if need be (see Phase Three, 

Step Three). The non-affected, existing building blocks will 

continue to function as usual, but ALESBA partners will 

have to monitor the impact of the newly designed building 

blocks on the non-affected, existing building blocks during 

the implementation and testing phase (see section 3.4 

on participatory monitoring and evaluation below). The 

redesigned building blocks would have been captured in 

the ALE system design response framework. The opera-

tional plan for the implementation of the new ALE system 

design has to consider the following questions for each 

redesigned system element with its prioritised redesigned 

building blocks.

The planning process should start with a brief reminder of 

the importance of systems thinking and using a systems 

approach to plan for the implementation and testing of the 

new ALE system design. Using a systems approach refers 

to a set of processes, methods and practices that aim to 

effect system change. This will require ALESBA partners to 

move away from former traditional linear thinking, planning 

and implementation. It calls for consideration during the 

planning process and constant adjustment during the im-

plementation and testing phase with implications for how 

institutions, processes, skills and ALESBA partners are 

organised. Because the focus is on system outcomes, it 

requires multiple actors/partners to work together across 

the levels of governance and all sectors involved in ALE. 

The jointly formulated vision for the desired future and the 

underlying principles agreed upon with the descriptions 

of how the new system will look and function in the ALE 

system design response framework bind the partners and 

process together. Therefore, the planning process is about 

planning for a set of interventions that will start to change 

the existing system into a future system (OECD Public 

Governance and Territorial Development Directorate, 2017).

Changing an entire system is a diffi cult exercise, in part 

because a system cannot be turned off, redesigned and 

restarted. ALE services must be continuously available. 

Using a systems approach can help to navigate this 
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Planning considerations 

What needs to be implemented?

The implementation plan will focus on the redesigned system 

building blocks contributing to the four system elements, 

as well as considering the sequence for starting implemen-

tation (based on criteria such as urgency to address ALE users’ 

needs, affordability, the ability of a building block to act as 

a catalyst for implementing other building blocks, logical 

fl ow between activities and processes, etc.). The sequence 

already would have been elaborated during Phase Three 

and captured in the ALE system design response framework. 

ALESBA partners may revisit their decisions and confi rm 

whether they still hold true.

How will it be implemented?

Which detailed activities are needed to implement each 

redesigned system building block? This requires substan-

tial technical capacity from different stakeholders to ensure 

each building block will be implemented according to the 

design in the ALE system design response framework. The 

description of each redesigned system building block in the 

response framework can be formulated as a system out-

put, e.g., ‘An ALE policy that responds to the needs and 

interests of ALE users with an implementation strategy and 

fi nancing mechanism’. This provides the starting point for 

unpacking and brainstorming the activities required to put 

an ALE policy in place. Similarly, each system element that 

has been redesigned should have its own outcomes state-

ment, such as ‘An enabling environment that facilitates the 

delivery of quality ALE services through well-arranged insti-

tutional arrangements, sound management and technical 

processes’. All existing and redesigned building blocks 

under this element will contribute to this outcome. See 

section 3.1 for more information on managing the tech-

nical implementation of the redesigned ALE system. 

It is important to note that the implementation and testing 

of the new system design ideally should not take place as 

a separate project, but that implementation of the newly 

designed building blocks should be incorporated into the 

existing work, projects and programmes of partner organi-

sations as per their mandate, roles and responsibilities. 

Where will it be implemented?

This refers to both the level of implementation (vertical 

arrangements as per the governance structure of the 

country, see section six in Phase Three), e.g., district 

level, provincial/regional and or national levels, as well 

as the selected geographical areas for testing the new 

ALE system design. Phase Four allows for testing the 

implementation of the new ALE system design on a 

smaller scale. Therefore, ALESBA partners may select 

a sample of geographical areas in the country to test the 

system. The sample may be selected based on criteria 

such as representative livelihoods patterns in the country 

or a range of ALESBA partners present in a particular 

area. During Phase One, ALESBA partners completed 

a mapping exercise that elaborated the range and extent 

of ALE interventions in the country. This exercise may 

assist in deciding on the pilot testing areas for the 

new system or can be repeated to make a decision 

(see Phase One, section four).

The ALE system elements and building blocks play out 

across all spheres of governance, but some building 

blocks emanate from or have a bigger role to play at the 

national or local level. For example, all building blocks 

related to the enabling environment system element have 

to be formulated and implemented by the national-level 

government with the involvement of other stakeholders, 

as well as taking responsibility for ensuring roll-out of 

national policies and strategies to the local government 

level. Therefore, the responsibility for these building blocks 

within the element will be allocated to national-level 

stakeholders in the operational plan.
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When will it be implemented?

It was already mentioned that certain building blocks will 

have priority when it comes to implementation and testing, 

while others will be phased in over time. This relates to 

the fact that the implementation and testing of a new ALE 

system is a huge undertaking and ALESBA partners may 

be new to this exercise, have insuffi cient experience and 

capacity, and limited funding availability, etc. The activities 

to implement each system building block also have to 

relate to and be coordinated with activities related to 

other system building blocks. Different groups or clusters 

of ALESBA partners will take responsibility for selected 

building blocks based on their mandate, expertise, previous 

or newly suggested roles, etc. This also relates to exploring 

possibilities to have joint events and undertakings to save 

time, costs and promote integration. For example, ALESBA 

partners responsible for designing and testing new learner 

assessments may plan a workshop with different stake-

holders. It may be useful for the other stakeholders/partners, 

who are busy designing and implementing a national qualifi -

cations framework, to join this event and align their work 

with the local level initiative. Therefore, the operational plan 

will consider timelines for the achievement of milestones 

across system elements and building blocks, while each 

stakeholder/partner cluster additionally will have its own 

timelines for implementing more detailed activities to meet 

the milestones in the operational plan. The overall timeline 

for the implementation and testing phase is estimated at 

three to six years.

Who takes responsibility for implementation 

and testing?

All stakeholders who started the journey to build an improved 

ALE system ideally would have formed an ALESBA partner-

ship during Phase One with a memorandum of under-

standing and a common vision for ALE, and they would 

have participated in Phases Two and Three of the ALESBA. 

These stakeholders, coming from the government, civil 

society, or universities etc., will each have different compe-

tencies, experiences, mandates, and access to resources, 

etc. Harnessing the best that each stakeholder has to offer 

can deliver a better ALE system. Therefore, we prefer to 

refer to these stakeholders as ALESBA partners who can 

contribute jointly towards putting an improved ALE system 

in place. During the planning and implementation regarding 

testing the new system, the partners will seldom work in 

isolation but will form smaller groups or clusters of partners 

to take up specifi c tasks and responsibilities. This will 

facilitate and enhance:

•  Mobilising each partner’s skills, expertise, resources 

and commitment and applying it where they have 

interest and can make a difference.

•  Vertical integration across the spheres of 

governance from local to national level.

•  Horizontal integration across multiple sectors as 

per the scope and defi nition of ALE in the country.



15PHASE FOUR – IMPLEMENT AND TEST

2 .  T R A N S I T I O N  F R O M  P H A S E  T H R E E  T O  P H A S E  F O U R  O F  T H E  A L E S B A

The operational planning process and formats

Planning for the implementation and testing of an ALE 

system that ultimately has to function at a national level 

is a huge undertaking. It requires an understanding of 

the concepts of programme and project management 

and making the necessary institutional arrangements to 

undertake the process with relevant planning steps and 

formats.

Understanding projects and programmes

Programme and project management are related but 

distinctly different disciplines. The most important distinc-

tions between project and programme management can 

be described as follows: (Martinelli & Waddell, 2003)

•  Programme management is strategic in nature, while 

project management is tactical in nature. Programme 

management focuses on the achievement of the intended 

strategic results (e.g., putting a sustainable ALE system 

in place that can deliver services), through the coordina-

tion of multiple projects. Project management focuses 

on the tactics of planning and execution of the work out-

puts, in other words, the activities to implement rede-

signed system building blocks.

•  Programme management is cross-functional, while 

project management focuses on a single function or a 

limited cross-functional alignment.  Therefore, the overall 

management of the ALESBA can be understood within 

the principles of programme management, also taking 

into consideration that the implementation and testing 

ultimately focus on creating a national ALE system.

•  Programme management integrates the individual 

elements of all the projects in order to achieve a 

common objective. The programme management 

function is responsible for delivering the ‘whole product’ 

for the achievement of the goal and vision. Therefore, 

programme management can be defi ned as the 

coordinated management of interdependent projects 

over a period of time to achieve a set of goals and 

ultimately the vision. This implies that the activities for 

each project are synchronised through the framework 

of a common lifecycle executed at the programme level. 

This would imply the coordination and synchronisation 

of the milestones of all the projects.

•  The project management function is responsible 

for delivering a single or selected few interde-

pendent elements of the ‘whole product’ and for 

ensuring the delivered element(s) are integrated 

with other elements. The keyword in the context 

of the ALESBA comes from the interdependence of 

the projects. This implies that projects have a mutual 

dependence on the outputs of other projects in order 

to achieve success. The successful completion of 

deliverables and achieving milestones of one project 

is needed for the successful completion of other 

projects.
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What relevance does this have for the formulation of 

an operational plan to implement and test the new ALE 

system design? It implies that we have to conduct the 

planning process at two levels, namely:

•  At the programme management level, considering 

that the ALE system consists of four elements and 

20 building blocks that are interdependent and that this 

system will ultimately operate at the national level. The 

activities needed to put each redesigned system building 

block and element in place will have to be synchronised 

and managed from a wider programme perspective, 

having a programme management lifecycle and frame-

work as a guiding tool. The programme management 

function will have to be taken up by the champion or 

driver who started the process, ideally with a repre-

sentative group of ALESBA partners forming a national 

steering committee or partner programme manage-

ment team. Section 3.2 of this booklet will unpack key 

considerations for the governance of such a partnership. 

•  At the project management level, where ALESBA 

partners will take responsibility for different system 

building blocks contributing to system elements, 

based on their mandates, expertise and responsibilities. 

ALESBA partners will work in smaller partner clusters/

groups to carry out activities towards achieving the 

project output defi ned for each redesigned building 

block while keeping in mind the interdependence of 

system building blocks, elements, and activities. The 

achievement of each redesigned building block will 

contribute towards the achievement of system elements 

and ultimately the ALE system as the ‘whole product’.

In the context of ALESBA, the cluster of partners that 

cooperate towards the implementation and testing of 

system building blocks or system elements can be 

understood to implement a project. The implementation 

and testing of all the prioritised building blocks across the 

four system elements, towards the goal of establishing 

a well-functioning ALE system that can deliver services 

to its target group, can be understood under the defi nition 

of programme management

It can be depicted as follows:

ALE

Vision

Programme

Management

Project

Management

ALE System 

Goal

System Elements

(Contribute to system goal)

System Building Blocks

(Contribute to system elements)

Youth and adults have 

access to ALE services 

that address their 

needs

A sustainable 

ALE system is 

in place that 

delivers services
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Arranging for the planning 

(and implementation) process 

The operational planning process will take place at the 

programme and project level and has to be undertaken 

by a representative group of ALESBA partners. If not 

already formed, a national partner steering committee 

or programme management team should be selected to 

take responsibility for managing the ALE system building 

process as a whole, as described above with reference to 

programme management (delivering the ‘whole product’, 

namely an ALE system). 

For the planning and implementation of redesigned system 

building blocks and elements, ALESBA partners will work 

in smaller groups or partner clusters as per their mandate 

and expertise areas. It is most likely that the clusters of 

partner organisations assigned for implementation will take 

responsibility for several related system building blocks 

under a particular system element. ALESBA partners may 

agree on four partner clusters arranged as per the ALESBA 

system elements that will take care of the planning and 

implementation of all the redesigned system building block 

projects under a particular system element as described 

below. 

Note that partner organisations are required to assign 

several of their staff members, depending on the expertise 

required and role of that partner in the ALESBA, across 

the partner clusters. The idea is not that an organisation 

only participates in one cluster, although they may be the 

responsible partner for a specifi c cluster that will coordi-

nate the staff members of other clusters.  The Ministry 

of Education may have, for example, staff members from 

different levels of governance and different departments 

across all four cluster elements. This promotes integration 

and adheres to the principles of a systems approach. 

The arrangements of partners for programme and project level 

planning and implementation can be depicted as follows:

At crucial points during the planning process, senior man-

agers from all stakeholders should join the process or be 

presented with the plans and decisions for validation and 

commitment of resources needed (whether fi nancial, human, 

or time, etc.). As much as possible, the plans and activities 

should be integrated into the existing work programmes 

and job descriptions of partner organisations. Bear in mind 

that it is about implementing and testing how the new system 

could function and be scaled up in the future and it should 

be rather a case of partners following new approaches and 

modalities within their own organisations, than viewing the 

ALESBA as a separate project of ALE system building. 

National ALESBA Steering Committee/Programme Management Team

Enabling Environment

Partner Cluster

System Element Outcome

Institutional Arrangements

Partner Cluster

System Element Outcome

Management Processes 

Partner Cluster

System Element Outcome

Technical Processes 

Partner Cluster

System Element Outcome

Building Blocks: 

Project Objectives & Plans

Building Blocks: 

Project Objectives & Plans

Building Blocks: 

Project Objectives & Plans

Building Blocks: 

Project Objectives & Plans
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Planning steps and formats 

The planning processes outlined below may take place 

over the course of a minimum of two workshops, one 

for programme level planning and one for project-level 

planning. The latter can take place during one workshop 

with different partner clusters working simultaneously and 

cross-checking the synchronisation and coordination of 

the detailed activities with each other. The process will 

dictate whether more workshops or meetings are needed 

to ensure clear and practical plans are in place for project 

and programme levels. It is recommended that stake-

holders work from the bottom-up, therefore starting with 

a workshop from the project level. This will enable the 

cross-checking of activities, responsibilities, deliverables 

and timelines at the programme management level.

Project management level

At project management level the following planning 

steps are recommended for each of the suggested 

partner clusters/groups:

•  Each partner cluster should refer back to the ALE 

system design response framework as a reference 

for the system building blocks under the system 

element, they are responsible for.

•  Keep in mind the detailed descriptions of methodologies, 

approaches, and modalities, etc., (how implementation 

should take place). This will inform the activities to be 

planned and carried out.

•  If not already done, formulate an output for each system 

building block and an outcome statement for the system 

element. Note this is only for the redesigned system 

building blocks that will be implemented alongside the 

existing system building blocks.

•  Follow the guiding questions mentioned under ‘planning 

considerations’ on the previous pages and answer all the 

questions for each system building block and element.

•  Note that responsibility refers to the main ALESBA 

partner who is ultimately responsible for delivering the 

outputs/deliverables, e.g., the redesigned system building 

blocks/element. This partner also has the responsibility to 

bring other partners in the cluster or project management 

team on board. Responsible partners will be selected by 

all stakeholders during the planning process. 

•  Agree on how the activities/projects will be embedded 

in each partner organisation’s existing projects or work 

schedules. Be reminded that partners have to formulate 

their own internal organisational work plans to contribute 

to the cluster/project work plans. E.g., one partner organ-

isation may be responsible for implementing and testing 

a new digital MIS as a building block under the system 

element of management processes. This partner will 

integrate all activities related to the new MIS into their 

own existing work tasks and test a new way of planning 

for and using an MIS within the organisation, while also 

coordinating and working with other partners in the cluster 

who may contribute different technical expertise related 

to this building block.

•  Formulate the activities required for each system building 

block to ultimately reach the output formulated for that 

building block. The achievement of all the system building 

block outputs will contribute to the achievement of the 

system element outcome.

•  Complete the suggested format below to have a project 

implementation plan for each redesigned system building 

block. Note that users of the ALESBA toolkit should 

adjust/change the format as per their own needs and 

context.
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Example of a Project Planning Format 

(For each redesigned system building block)

Redesigned system building block: 

e.g., ‘ALE Material Development’ with detailed description 

as captured in the system design response framework.

System Building Block Output: 

e.g., ‘Training materials and guidelines for all ALE compo-

nents incorporating livelihoods skills training and business 

skills training are developed in local languages, validated 

by all stakeholders and disseminated to ALESBA partners.

Relates to System Element: 

Technical Processes.

ALESBA Partner Cluster: 

Technical Processes Cluster (Local government education, 

agriculture and TVET Offi ces, NGO X, NGO Y and University Z). 

Responsible Partner:

Local Government Education Offi ce.

Geographical pilot testing area: 

Districts A, B.

Project Planning Format Example:

Programme management level 

Once the project plans for all system building blocks within 

the system elements are completed by groups/clusters of 

ALESBA partners, these project plans have to be cross-

checked and synchronised at the programme manage-

ment level and within a systems framework to ensure 

the fl ow of all activities, linkages between building blocks, 

realistic and coordinated timelines and deliverables, etc. 

ALESBA partners can implement some activities concur-

rently, e.g., activities to produce outputs in the Enabling 

Environment can continue in parallel with activities to test 

a new ALE approach under Technical Processes. However, 

ALESBA partners have to incorporate opportunities to 

coordinate, review and cross-check whether they are still 

working towards a well-functioning ALE system where 

building blocks and elements are linked with processes 

to deliver ALE services. 

Some system building blocks also rely on other building 

blocks to complete their deliverables before activities can 

proceed, e.g., ALE materials have to be developed and 

training conducted before a new ALE methodology can 

be pilot tested with ALE learners. The development of 

programme implementation guidelines at the national level 

has to be done in constant communication with the pro-

cesses at the district level to ensure lessons learned while 

implementing a new methodology and changes required 

are incorporated into the guidelines for all partners at the 

national level. This implies that building blocks under the 

Enabling Environment have to consider the linkages with 

building blocks under Technical Processes and so forth.

System Building Block: ALE Material Development 

Activities
Responsible 

partner
Other cluster

partners
Deliverables/
Milestones

Timeline Costs/Budget Budget Source
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Planning at the programme management level there-

fore rather deals with formulating a framework or an ALE 

system building lifecycle that will synchronise the project 

plans and provide opportunities for communication, review, 

cross-checking and alignment towards a comprehensive 

and inclusive ALE system. This applies to the whole Phase 

Four of the ALESBA. 

It is suggested that ALESBA partners conduct a work-

shop where all the project implementation plans for the 

system building blocks and elements are presented by 

each responsible partner cluster/group. The ALESBA 

programme management team or steering committee 

have to facilitate a process to ensure all these plans are 

coordinated and synchronised. Section 3.2 will elaborate 

on accountability measures and partnership governance 

in this context. The formulation of a programme manage-

ment framework should consider:

•  Timelines and logical fl ow of activities in 

project plans to ensure it is synchronised. 

•  Interdependence of activities and the impact some 

activities/building blocks may have on others.

•  The involvement of relevant ALESBA partners 

and the commitment of senior management.

•  Planning for the complete implementation and testing 

period (e.g., three to six years) with regular updates of 

the plan based on regular reviews at different intervals.

•  Ensuring the plan is broken down into manageable 

time periods and corresponds with project plans.

•  Opportunities for partners to meet, review, adjust 

and discuss while documenting lessons learned, 

challenges and best practices.

•  The overall governance of the partnership, how 

the programme will be monitored and partners 

kept accountable for the delivery of the outputs.

•  The funding commitments of different partners 

towards each system building block project.

The framework on the next page is a suggested 

example for formulating a programme management 

framework.

2 .  T R A N S I T I O N  F R O M  P H A S E  T H R E E  T O  P H A S E  F O U R  O F  T H E  A L E S B A
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Example: ALESBA Programme Management Framework

The programme management framework is a key instrument 

for the national steering committee/programme management 

team to guide and govern the overall implementation and 

testing of the new ALE system during Phase Four and to 

ensure partner clusters complete project implementation 

of building blocks and elements according to the 

deliverables and timelines. Note that the output defi ned 

for a system building block may have several deliverables, 

e.g., for material development several different manuals/

guidelines can be a deliverable, each with their own 

timeline. Rows will be added to the table as needed.

2 .  T R A N S I T I O N  F R O M  P H A S E  T H R E E  T O  P H A S E  F O U R  O F  T H E  A L E S B A

System 

element & 

objective

System

building 

blocks 

outputs

Level of

implementation

(e.g., national, 

etc.) and

testing site

Responsible

partner

Cooperating 

Partners

Deliverables/ 

Milestones

Timeline for

achievement

Funding

commit-

ments: 

Source and

amount

Enabling 
Environment

Institutional 
Arrange-
ments

Management 
Processes

Technical 
Processes

Material
development 
…

Local/provincial 
Districts X, Y 
Province Z

Local 
government

NGOs A 
and B

TOT Manual March 2022
Local govt. 
Donor C 
30,000 Euro

Business
Manual

April 2022
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2.3 Stakeholder participation

Participatory management of the implementation and 

testing of the new ALE system will not happen spontane-

ously. It is a conscious and informed activity that should be 

implemented at every level and stage of implementation. 

The ALESBA requires multi-sector stakeholder involvement 

in the form of a partnership across levels of governance, 

different sectors of government and different types of stake-

holders such as government, NGOs, and universities, etc. 

Each partner has a specifi c mandate, expertise and plays 

a role in the existing system. Phases One, Two and Three 

of the ALESBA may have refl ected on that role, starting 

with the stakeholders’ analysis during the consensus 

building phase, including the system assessment and 

diagnosis during Phase Two, and leading to a new system 

design in Phase Three. Even though all partners may have 

agreed on new or elaborated roles and responsibilities 

during Phase Three and incorporated these into the ALE 

system design response framework and operational plan, 

it does not imply that all partners are comfortable with these 

roles yet, or have the experience to fulfi l these roles. This 

may require some partners to stand back from roles they 

have played until now as ‘gap fi llers’, where the designated 

responsible partner did not fulfi l their mandates and duties, 

or for them to assume a new role. It also may require other 

partners to stand up and take a more active role. 

The ALESBA aims to shift partner roles in the direction of 

a sustainable ALE system that can be implemented at the 

national level. It may be a gradual and diffi cult process, but 

it is worth going through the process of ensuring continued 

and active stakeholder involvement to achieve the follow-

ing benefi ts:

•  Sustainability and impact: More people are committed 

to carrying on the activity after outside support has 

stopped.

•  Active participation:  Helps develop skills and confi dence.

•  Greater sense of ownership: An agreement of the 

processes to achieve the objective.

•  Transparency and accountability: This accrues as more 

stakeholders are given information and decision-making 

power in the process.

Development partners such as donors and international 

NGOs that provide both fi nancial and technical support/

expertise can promote partnership and create an enabling 

environment for different stakeholders to engage with each 

other. The governance structures and partner organisations 

themselves may need capacity development to fulfi l their 

roles and responsibilities within the ALESBA partnership 

(see sections 3.2 and 3.3). Development partners can also 

play a role in this regard, but should in no case lead the 

process. 

Stakeholder participation in a partnership is easier said 

than done and the principles and values adopted during 

Phase One (Consensus Building) have to be carried 

through all phases. Practicality also suggests that not 

all stakeholders can participate equally and in the same 

capacity in all activities. The nature of the system building 

blocks and the mandates to implement these often dictate 

the roles and responsibilities partners will take up. There-

fore, it is useful to differentiate between different forms of 

participation. The table below represents a typology of 

participation (DFID, 2002). Stakeholder participation in 

different activities may fall across the full range of partici-

pation models, although it is preferred to mobilise stronger 

forms of participation in all ALESBA activities, e.g., func-

tional, interactive and self-mobilisation forms of participation.

2 .  T R A N S I T I O N  F R O M  P H A S E  T H R E E  T O  P H A S E  F O U R  O F  T H E  A L E S B A
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Typology of participation table

The different forms of participation can also be presented as a ladder of participation as depicted below:

2 .  T R A N S I T I O N  F R O M  P H A S E  T H R E E  T O  P H A S E  F O U R  O F  T H E  A L E S B A

Passive participation
People participate by being told what is going to happen or has already happened. 

It is a unilateral announcement without listening to people’s responses.

Participation in information giving
People participate by answering questions posed by programme managers or 

extractive researchers and do not have the opportunity to infl uence the proceedings.

Participation by consultation
People participate by being consulted. Such a consultative process does not concede any 

share in decision making and professionals do not necessarily take people’s views on board.

Participation for material incentives People participate by providing resources, yet have no stake in the outcome.

Functional participation
People participate by forming groups to meet predetermined objectives related 

to the programme.

Interactive participation

People participate in joint analysis which leads to action plans and the formulation of new 

groups/partnerships or strengthening existing ones. It tends to make use of systematic 

and structured learning processes. These groups take control over decisions so that 

people have a stake in maintaining structures and practices.

Self-mobilisation People participate by taking initiatives independent of external institutions to change systems.

Decided by ourselves
Preferred forms 

of participation

Decided by others

Collective and 

Co-learning

Cooperation

Consultation

Compliance

Co-option, coercion, 

consumption
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3.  MANAGING IMPLEMENTATION AND 
TESTING FROM THE SUPPLY SIDE

Once the operational plans from both a project 

and programme management perspective are 

completed, managing Phase Four of the ALESBA 

relies on:

•  The technical implementation of activities 

contributing to the outputs defi ned for each 

building block and ultimately to the outcomes 

of the system elements.

•  How well the ALESBA partnership can be managed 

through the necessary governance structures and 

mechanisms, e.g., smaller cluster groups or task 

forces for project implementation and a national 

steering committee or ALESBA partner programme 

management team to coordinate the overall system 

building implementation and testing phase at the 

national level.

•  The institutional capacity of ALESBA partners 

to carry out their responsibilities.

•  Reliability of funding commitments.

•  The monitoring and evaluation system and process 

to ensure the implementation and testing phase 

reach its objectives, including the monitoring and 

analysis of risks.

•  The documentation of learning insights and 

best practices that can be used for advocacy 

and evidence-based infl uencing through the 

use of instruments such as quality study circles, 

regular review meetings, etc.

The next section will provide selected highlights 

on the above-mentioned topics to give users 

of the toolkit an introduction to further reading, 

study, experimentation and exploration.

3.1 Technical implementation of the redesigned ALE system

The activities for the technical implementation of the 

redesigned system building blocks have been captured 

in the project plans for each system building block, con-

tributing to the four system elements. The details of these 

activities and outputs will emanate from the system assess-

ment and diagnosis during Phase Two and the alternatives 

analysis and design of Phase Three. It is therefore assumed 

that the activities in the project plans and the implementa-

tion modalities rest on a sound base. The question may be 

raised whether the ALESBA partner has suffi cient capacity 

to take on new methodologies, tasks and approaches and 

to what extent capacity building may be needed. This will 

be dealt with under section 3.3.



25PHASE FOUR – IMPLEMENT AND TEST
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Note that:

The newly designed ALE system building blocks and 

elements are implemented as projects in order to 

y test their functionality and contribution to the newly

n-designed ALE system, but these should not be con-

he sidered as separate projects. The redesign of th

he system building blocks during Phase Three and th

rate planning process during Phase Four should integra

ns of the implementation and testing of the new designs

exist-building blocks as much as possible within the ex

exam-ing ALE system activities in the country. For e

es may ple, adult literacy programmes and services

g blocks already be on offer. The redesigned building 

that will may look at new learning methodologies 

ilding and require new materials and capacity buil

rrangements therefore may affect the institutional arra

to implement and management processes needed to

as local govern-these building blocks. Partners such as

 part of this clus-ment offi ces and local NGOs may be p

cts in their day-to-ter. They will implement the project

funding, but using day work (usually with existing f

rtner cluster will coor-new approaches, etc.). The part

entation among them-dinate the project implemen

g, document lessons and selves, conduct monitoring,

e with other clusters towards communicate/coordinate w

the new ALE system during building and testing th

Phase Four.

To move from planning to action, the groups or clusters 

of partners, that have been assigned to the implementation 

of specifi c building block projects, will have to arrange 

start-up workshops to discuss their project plans in detail, 

refi ne the contents, and clarify any outstanding matters, 

including the fi nancing arrangements which has been 

included in the programme management framework and 

the details refl ected in the project plans. The start-up 

workshops of partner clusters should aim to achieve the 

following: 

•  Translate the timelines indicated in the project plans 

into short-, medium- and longer-term work plans, 

e.g., quarterly or annual work plans. Keep in mind that 

project plans could cover a three-to-six-year period 

and that it is essential to break the process down into 

more manageable timelines using the milestones in 

the ALESBA Programme Management Framework.

•  Set dates for regular review and refl ection meetings, etc., 

to monitor the progress of the partners on the quarterly 

or annual work plans, refl ect on the technical details and 

modalities of project implementation, and document 

lessons, etc.

•  Agree on the governance structure for the cluster 

of partners. See section 3.2 for more details.

•  Consider institutional capacity gaps that may exist 

or will cause risks for project implementation, and 

develop means to address the gaps.

•  Agree on fi nance and administrative procedures 

during the implementation process, etc.

•  Enable each partner in the cluster to have clarity 

on their role and formulate their own internal 

organisational work plans to contribute to the 

work and timelines of the partner cluster.
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Technical Processes

The system building blocks related to the Technical Pro-

cesses system element have a strong interdependence 

and logical fl ow between activities and outputs e.g., 

materials need to be developed before training can take 

place, etc. Therefore, it makes sense to have one partner 

cluster to take care of all the project plans for the rede-

signed system building blocks under this element. These 

partners will also focus more on the local government level 

of project implementation with a strong intersectoral focus 

and feedback loops to the other clusters. The partners 

working on the technical processes provide a laboratory 

to test all ALESBA projects (i.e., implementation and 

testing of redesigned system building blocks) and the new 

ALE system design at the interface with the ALE users.

Enabling Environment 

The building blocks under the Enabling Environment system 

element fall within the mandate of the national government 

offi ces responsible for ALE services in the country. This may 

be ministries of education or social development, etc. Most 

countries have assigned a specifi c line ministry to deal with 

ALE as a sector. Keep in mind that ALE has a cross-sectoral 

nature and this may now include other sector ministries or 

agencies as well, e.g., from agriculture, gender, TVET, or 

health, etc. These ministries may work in a partner cluster 

to formulate new or align existing policies in relation to ALE 

services and fi nd entry points to deliver integrated ALE 

services in their strategies and programme implementation 

guidelines. The establishment of a national qualifi cations 

framework or revising an existing framework will require 

the cooperation and technical expertise of all partners 

in the cluster. Other stakeholders such as donors and 

international NGOs may also participate in this cluster 

to provide technical expertise and funding. For example, 

the formulation of an ALE policy consists of many steps 

and requires the consultation of other ALESBA partners 

working in other clusters and levels of governance.

Each partner cluster has several technical considerations 

during implementation as illustrated with the examples below:
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Institutional Arrangements

Institutional arrangements cut across sectors and spheres 

of governance and the partner cluster assigned to imple-

ment and test a new ALE implementation structure has 

to work closely with other clusters who will test the new 

structures while implementing their projects, e.g., the 

Technical Processes cluster. This cluster will work strongly 

in the sphere of organisational development (OD) and will 

implement projects related to leadership, human resource 

allocation and development, and testing new accounta-

bility mechanisms, etc. DVV International’s Curriculum 

institutionalALE as a tool for the management of orga-

nisational change can be useful in this regard. The cluster 

requires partner organisations or staff/experts from within 

ALESBA partner organisations that may not necessarily 

come from an ALE background but from disciplines such 

as organisational development or public administration, 

etc. If needed, outside expertise in the form of OD and 

human resource consultants may have to be contracted. 

The partner clusters can also align their work with existing 

public reform initiatives, or civil society capacity building 

initiatives, etc. 

Management Processes

As is the case with Institutional Arrangements, the partners 

that are assigned to this cluster will need different types 

of technical expertise related to participatory planning pro-

cesses, budgeting and resource allocation, monitoring and 

evaluation, and management information systems, etc. 

ALESBA partners may second experts from their own 

planning and fi nance departments, M&E experts, or IT 

experts for MIS, etc., to implement the different projects 

under this cluster. Each system building block under Man-

agement Processes requires its own project to ultimately 

strengthen this system element. Projects under Management 

Processes cut across the work of all ALESBA partners and 

levels of governance and will require the scheduling of 

regular review and consultation meetings or workshops.



3.2 Partnership governance

Only with widespread cross-sector collaboration and 

partnerships can we ensure that sustainable development 

initiatives are imaginative, coherent and integrated enough 

to tackle the challenges our societies face. Partnership 

provides an opportunity for each partner to bring their unique 

contribution according to their competencies, functions 

and mandates to the table (Tennyson Ros, 2003). 

Being in a partnership requires a new way of thinking, 

working and putting a governance system in place that 

will govern the collaboration and guide the way partners 

work to achieve their objectives. In the context of the 

ALESBA partnership, especially during Phase Four, two 

forms of partnership governance are needed, namely, 

i) an ALESBA national steering committee or programme 

management team that will take responsibility for the over-

all programme management and implementation of all 

system building projects across the system elements 

“… if we want to make partnerships work, we have to 

make their accountability and governance work fi rst” 
(Rochlin, Zadek, & Forstater, 2008).

towards putting a sustainable ALE system in place and 

ii) a task force or smaller cluster committee for each cluster 

of partners implementing projects on different system 

building blocks under a particular system element.

The characteristics of a partnership are different to those 

of a single organisation. Decisions are not taken in one 

location, but rather spread according to functions, re- 

sponsibility and needs. Partnerships are frequently not 

as structured as organisations and ownership is spread 

across the participating organisations. All of these factors 

have implications for the performance of the partnerships 

and therefore requires some form of governance structure 

and guidelines (Charles, Adrien M, Anderson G, Carden F, 

& Montalvan G, 2002). Users of the ALESBA toolkit should 

also refer to the Phase One booklet that elaborates partner-

ship and teamwork principles and the importance of con-

sensus building throughout the process.
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i) Understand the governance requirements. 

Partnerships require many of the same elements of 

effective governance as organisations do, such as:

•  Approval and oversight of the strategy and plans 

to be implemented.

•  Agreed measures and targets within the partner 

clusters and national steering committee.

•  Clarity of authority, e.g., which partner(s) are ultimately 

accountable and therefore have to direct the work 

of the clusters and national steering committee.

•  Sharing knowledge between individual organisations 

and partner clusters.

•  Performance measurement of individual organisations, 

partner clusters and the national steering committee.

•  Competency development to ensure each partner 

organisation can fulfi l their roles and responsibilities.

•  Financial controls and asset management within

 individual organisations, the partner clusters and 

the national steering committee.

•  Securing resources for the ALESBA process 

and putting a sustainable ALE system in place.

ii)  Design the governance system with 

performance in mind.

The design of the governance system should start with 

how the partnership as a whole will defi ne and hold itself 

accountable for achieving criteria for performance excel-

lence. The partnership exists with a set of objectives and 

goal towards a vision. The implementation plans outline 

what needs to be done, when and how to achieve these 

objectives and can be measured. In addition, the partner-

ship structures should consider performance elements 

such as:

• Quality, improvement and innovation.

•  Satisfaction and positive feedback from the benefi -

ciaries (ALE users, see section four of this booklet)

• System-wide learning.

•  Evaluation against strategic objectives and key 

stakeholders expectations.

•  Skills and competency development for partnership 

staff and partner organisations themselves.

Unfortunately for many partnerships, governance systems 

do not work effectively and leaders fi nd it diffi cult to deliver 

on their ambitious goals. We can reduce the risks associ-

ated with partnerships by giving attention to the way we 

govern them. Defi ning a partnership’s accountabilities and 

structuring the governance system is often low on the agenda 

of partners who want to get on with the job. To 

escape a failed partnership and therefore failure to 

transform the ALE system, it is important to consider 

four steps that will enable partnership and accounta-

bility to drive improved performance: (Rochlin, Zadek, 

& Forstater, 2008)
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iii) Build accountability among partners.

A partnership’s governance system needs to be 

accountable for:

•  Driving the partnership to achieve strategic goals 

and objectives based on agreed measures.

•  Enable the partnership to resolve disputes 

and concerns within the system.

•  Limiting/removing competition between partners.

•  Solving resource challenges.

•  Ensuring continuous learning, improvement 

and system innovation.

•  Embedding systems of downward 

accountability and voice.

iv) Design and support structures that will 

deliver both on the partnership’s objectives 

and its governance system’s accountabilities.

Encouraging governance is meaningless unless the core 

stakeholders/partners trust the quality, performance and 

legitimacy of the partnership’s governance system. Pro-

gramme management teams/steering committees and 

partner cluster task forces /committees have to be care-

fully selected and the structure, roles and responsibilities 

agreed upon by all partners. Partnerships do not enjoy 

formal standing as distinct legal entities and therefore 

also have less power to enforce accountability. The core 

expectations and enforcements of the partnership’s gov-

ernance and accountability can only be agreed upon by 

themselves with a mutual accountability compact which 

outlines what and how partners will be held accountable 

for, and the measures that will be taken for non-compliance.

The question can be asked what kinds of capacity devel-

opment are necessary for the different partners to carry 

out their part of the system building process effectively? 

It is understood that the ALESBA partnership comprises 

different categories of organisational/institutional partners 

such as government sector offi ces at different levels, uni-

versities, local and international NGOs, and donors, etc. 

Although some literature makes a distinction between the 

defi nitions of institution and organisation, the ALESBA 

and this booklet will use either term interchangeably. It is 

understood to encompass the designations, hierarchies, 

relations, responsibilities and modes of interaction that 

make up a structured grouping of individuals as well as 

the rules, values and behaviour within the given structure 

(Bhagavan & Virgin, 2004).

However, a differentiation should be made between 

institutional/organisational capacity development which 

is wider than individual capacity development. It can be 

understood as the competence and ability institutions 

have to perform the tasks and functions they have been 

assigned, as well as the resources (human, technical, 

or fi nancial, etc.) and structures they need to do so. 

Competence (ability) refers to the knowledge and skills 

embodied in the individuals or human resources within 

the organisation/institution.

Institutional capacity development, therefore, aligns 

well with the Institutional Arrangements system element 

in the ALESBA which includes building blocks such as 

3.3 Institutional capacity development
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implementation structures, human resources, leadership 

and management and accountability mechanisms to 

facilitate the functions of the organisation. It also refers 

to the wider institutional arrangements related to partner-

ships between ALE stakeholders, both state and non-state 

actors. Institutional capacity development which encom-

passes individual capacity development has relevance for 

each ALE partner organisation, but also for the partnership 

structures and arrangements with its own governance 

system as discussed in section 3.2.

Why is a focus on both forms of capacity development 

important, especially during the implementation and 

testing phase of the newly designed ALE system? 

Organisations without the capacity to fulfi l their roles 

and functions within the ALESBA partnership risks the 

potential failure of the whole system. Capacity develop-

ment is the process through which organisations, indi-

viduals and societies obtain, strengthen and maintain 

capabilities to set and achieve their own development 

objectives over time (Wignaraja Kanni, 2009). It is em-

bodied in the ALESBA’s conceptual framework, 

elements and building blocks across all fi ve phases.

Most institutional capacity development processes start 

with an assessment of the existing capacity within an 

organisation. This has to some extent been carried out 

during the system assessment in Phase Two, especially 

regarding Institutional Arrangements and Management 

Processes, but has not been conducted in-depth for all 

ALESBA partners. The ALESBA steering committee or 

task forces within partner clusters have to monitor the 

reasons why some partners cannot fulfi l their obligations. 

This may be a matter of institutional capacity and can be 

a sensitive matter to address within the partnership.

However, it is possible to build the capacity of partners 

within the partnership, either to lead by example, coaching, 

and/or integrate public sector reform programmes or civil 

society strengthening programmes within the ALESBA 

partnership. Ideally, capacity development should be sys-

tematically integrated into all efforts starting from Phase 

One to the implementation and testing phase and continue 

to evolve as the system grows and responds to new needs 

from its users. It should be part of systematic support to 

national capacities for reaching objectives and the goal of 

a functioning ALE system (Wignaraja Kanni, 2009). The 

discipline of institutional capacity development is vast and 

cannot be covered within the scope of this booklet, but 

users of the toolkit should be aware of its importance to 

promote performance in the partnership and also the risks 

associated if it is not addressed when needed. Refer to 

DVV International’s Curriculum institutionalALE as a tool 

for further institutional capacity building.
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3.4 Participatory monitoring and evaluation

The importance of ownership of the ALESBA process 

by all partners has been emphasised in all the phases. 

This also applies to monitoring and evaluating whether the 

system building process is still on track and reaching its 

objectives and immediate outcomes from both the supply 

and demand side perspective. Considering the principles 

of the ALESBA and following a systems and partnership 

approach, it is recommended to plan for and implement a 

Participatory Monitoring and Evaluation (PME) system as 

a broad set of practical, participatory approaches, meth-

odologies and techniques for monitoring and evaluating 

the ALESBA projects and programme. 

The PME system for the ALESBA should have been con-

sidered during Phase One, and designed during Phase 

Two when the baseline status of the ALE system was 

assessed. The ALESBA conceptual framework, system 

elements and building blocks inform the PME system and 

contain indicators for building blocks in the scoring table 

“Meaningful measurement and feedback mechanisms 

are the cornerstones of successful system change” 
(OECD Public Governance and Territorial Development Directorate, 2017).

of the assessment phase. It was recommended that the 

assessment and diagnosis process be conducted through 

a peer review mechanism to enhance ownership and 

understanding of the system and the processes ahead. 

This lays the ground for a successful participatory M&E 

system to be carried forward throughout the remaining 

phases. PME is focused on increasing learning and 

requires a commitment to participatory management 

approaches and a positive attitude towards partnership 

(DFID, 2002).

The scope of this booklet does not allow for a complete 

elaboration of possible ALESBA PME systems but will 

present a snapshot of what is involved and considerations 

partners have to take on board when designing a PME 

system across the fi ve phases. 

Considerations for monitoring the system building 

process in the ALESBA

Monitoring is the collection and management of data in 

order to keep track of the various aspects of the project/

programme performance and progress. Monitoring takes 

place during the implementation stage of a project. We 

monitor to allow control and effective decision-making 

for timely interventions when problems arise. Monitoring 

means continuous observation, refl ection and correction.



33PHASE FOUR – IMPLEMENT AND TEST

3 .  M A N A G I N G  I M P L E M E N T A T I O N  A N D  T E S T I N G  F R O M  T H E  S U P P L Y  S I D E

Considerations for evaluating the establishment 

of an ALE system in the ALESBA

Evaluation is a periodic assessment of the relevance, 

performance, effi ciency and impact of the programme in 

the context of its stated objectives. Evaluations are usually 

carried out at fi xed points in time, e.g., at the beginning 

(baseline study), midterm review, end evaluation and post 

evaluation and they require comparisons in time, area, pop-

ulation, etc. The different evaluation activities or events 

concerning the ALESBA can be described as:

Ongoing evaluations

Periodic reviews by the management of organisations and/

or partnership governance structures can also be a form 

of evaluation – although less formal. These are referred to 

as internal ongoing evaluations that use the information 

provided by the programme’s MIS and direct observations 

by partners themselves. Regular internal periodic reviews 

by ALESBA cluster partners and the national steering com-

mittee/programme management team is highly encouraged 

for M&E purposes, but also to document lessons and best 

practices for evidence-based infl uencing, and advocacy, 

etc. Quality study circles can play an important role in this 

(see section 3.7).

What do we monitor in the ALESBA and why?

•  Activities: To know the status of the activities towards 

reaching the project objectives (related to system 

building blocks).

•  Resources: To determine the correct use of materials 

and inputs as per the project plan.

•  Finances: To know the status of the budget, how much 

has been spent and how much is left over.

•  The achievement of project objectives in the form of 

outputs related to the redesigned system building blocks: 

To assess the progress made by the different projects 

in the delivery of its interventions (to put redesigned ALE 

system building blocks in place). E.g., does a policy exist 

and is it rolled out to all partners and levels of govern-

ance? Note that the indicators for every system building 

block in the ALESBA scoring table (Phase Two) can be 

used as indicators to measure the project objectives for 

system building blocks.

•  The immediate reaction from ALE users about the services 

provided through different projects by the redesigned 

ALE system building blocks, e.g., do they attend classes, 

and what are their opinions about the services, etc.? 

Do they use the services to make changes in their lives? 

The monitoring process for Technical Processes should 

include this feedback mechanism and community 

scorecards discussed in section four can be a useful 

tool.

•  Risks: What risks, unexpected problems/issues 

can affect the project/programme and/or ALESBA 

partnership?

•  The functioning of the ALESBA partnership and its 

governance structures, the capacity of partners to 

deliver services, etc.



34

Baseline study

Baseline study (differs from situation analysis which is a 

wider assessment not necessarily focusing on specifi c 

indicators): this is the information you have about the 

situation before you start interventions. The baseline 

study will collect data on each system building block 

and element during the system assessment of Phase Two. 

It can be complemented with information from a situation 

analysis, but note that a baseline study is very specifi c for 

each system building block with its indicators contributing 

towards system elements. In the context of the ALESBA, 

it will collect data on how the ALE system performed at the 

time the programme starts. The assessment methodology 

and tools in Phase Two will present ALESBA partners with 

both qualitative information on the system building blocks 

across the four system elements, as well as scores of 

the performance of each building block, element and the 

system as a whole (quantitative data). Note the ALESBA 

system assessment can be done as a baseline study at 

any stage when a country considers establishing an im-

proved ALE system, even with an existing system in place.

Midterm review

A midterm review is usually carried out mid-way through 

project/programme implementation and focuses on per-

formance and whether or not the programme is on track 

to meet its objectives. In the context of the ALESBA, it is 

recommended that the system assessment methodology 

and tools of Phase Two be repeated during Phase Four 
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to determine the progress towards establishing the ALE 

system. It can establish the progress towards the out-

comes of the system elements and if the delivery of all 

the system building blocks (through the various projects) 

contribute to the functioning of a system element within 

the ALE system, e.g., does the ALE system have institu-

tional arrangements that facilitate the delivery of ALE 

services through sound technical processes, etc.? Does 

this contribute to an improved system for service delivery? 

Did the ALESBA scores change compared to scores of 

the baseline study? Are the systemic linkages between 

the system building blocks effective and fl ow towards 

service delivery without causing blockages in the system? 

The perspectives of the ALE users should also be included 

and the indicators in the community scorecards described 

in section four may be useful in this regard.

Terminal/end evaluation

A terminal/end evaluation can be an external or internal 

assessment of whether the project/programme reached its 

objectives and the immediate impact that can be observed 

among the target group. It is usually carried out at the end 

of programme implementation. The ALESBA partners can 

choose to have an external end evaluation as described 

at the end of Phase Four and/or repeat the system assess-

ment methodology of Phase Two again to compare the 

scores in the scoring table and refer to the qualitative data 

collected during the assessment for a deeper analysis 

(repeating Part Two of Phase Two) to understand the 

root causes for any remaining gaps in the system before 

starting Phase Five. A review/evaluation of the testing phase 

is needed to make the necessary adjustments before 

up-scaling the new system design to a national level in 

Phase Five. The opinions of the ALE users are one of the 

major determining factors of whether the ALE system 

exists and functions to achieve its vision.
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Ex or post evaluation

Ex or post evaluation is usually carried out sometime after 

the programme has concluded (could be fi ve or more years) 

and focuses on the lasting impact on benefi ciaries’ lives 

and the environment, etc. For ALESBA, it is recommended 

to conduct periodic evaluations or system assessments 

(as per Phase Two) during Phase Five. The environment 

and ALE users’ needs and interests are dynamic and the 

system should be assessed from time to time to determine 

if it remains relevant, keeps the quality of services and 

whether the systemic linkages between all system elements 

and building blocks still manage to deliver services as per 

the ALE vision.

Considerations for linking M&E in the ALESBA

M&E are separated by their objectives, reference periods, 

requirements for comparative analysis and primary users. 

They are linked through the fl ow of information in the MIS 

and the use of this information for different evaluation 

activities as mentioned above. The most important link is 

the ongoing evaluation – as described above. Ongoing 

evaluation bases itself on questions such as:

•  What are the effects beginning to emerge from the 

use and repeated use of programme interventions?

•  Is the programme having consequences that were 

not intended in its design?

•  Does the programme’s intervention model (implementa-

tion modality) remain valid in the changing environment?

•  Does the ALESBA partnership function well and 

are its governance structures performing well?

Two other types of studies can also link monitoring and 

evaluation, namely Diagnostic and Case Studies. For 

example, when analysing information about target group 

reaction and use of interventions, many questions may 

be asked about why they responded the way they did. 

In such cases, diagnostic and case studies can be useful 

to fi nd out why and make timely decisions to adjust or 

improve the system during the implementation and test-

ing phase. 

Diagnostic study: 

This is a specifi c study to understand and generate reasons 

why a particular intervention has not been accepted and 

used to the level planned and expected. The study may 

focus on a specifi c constraint within the programme.Occa-

sionally we need a more detailed investigation and then a 

diagnostic study may be useful to provide additional infor-

mation. Part Two of Phase Two shares tools to conduct 

diagnostic studies on ALE-Systems.

Case study: 

Can represent a modest inquiry into the immediate effects 

of the use or adoption of programme interventions or fun-

tioning of a system building block/element. It describes a 

situation and can be written up, discussed and used for 

taking action. 

Considerations for the Management 

Information System (MIS)

Having a PM&E system linked to a Management Informa-

tion System (MIS), that can capture the data from the 

M&E system for further analysis and use to improve the 

system and services for users, are two important system 

building blocks under the system element of Management 

Processes. ALESBA partners should not only monitor 

and evaluate their own process of ALE system building 

but ensure a PM&E system with a linked MIS are in place 

that can continuously collect data and reports about the 

functioning of the system and the delivery of ALE services 

in the country from both the supply and demand side. 

A mechanism should be in place to use the M&E results 

for improving the ALE projects and overall programme 

in the country.
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3.5 Risk analysis

Risks are factors that could adversely affect the outcome 

of an activity or intervention. Risks can be internal or 

external, which can make risk assessment complicated. 

Internal risks may arise from circumstances within the 

organisation or partnership, e.g., when partners are not 

held accountable for not completing certain tasks. There 

is a high likelihood of the ability to exert control and limit 

the risk being realised. External risks may arise because 

of events outside the organisation and the ability to control 

them may be limited. The change of political leadership in 

a country may for example impact the support ALE may 

receive from the national government. Risks may often 

have an avalanche effect; one source of risk may give rise 

to several effects (DFID, 2002).

Risk analysis can be described as the process of identify-

ing risks, assessing their individual and collective potential 

for causing damage and defi ning countermeasures. Risk 

assessments have to be regularly revisited, reconsidered 

to ensure they remain valid. It should be included in the 

ALESBA’s PM&E system and the partnership governance 

structures should take responsibility for risk assessment 

and management. Risks in the ALE system building 

process can emanate from any of the system elements 

and building blocks, from the external political environ-

ment, or from the partnership itself.

Each partner needs to assess the risks and rewards that 

may arise from being involved in a cross-sector initiative 

and partnership. Some of the risks for partners may be:

•  Reputation – will their reputation be damaged or 

enhanced by being in the partnership, or if the partner-

ship should fail in the future.

•  Loss of autonomy - working in collaboration means less 

independence for each organisation in the areas of joint 

work.

•  Confl ict of interest - partnership commitments can give 

rise to split loyalties or uncomfortable compromises.

•  Implementation challenges – once a partnership is estab-

lished there will be a fresh set of commitments and other 

challenges for each partner organisation as the partner-

ship moves into project and programme implementation 

(Tennyson Ros, 2003).

Other partnership risks may occur when individual partner 

organisations leave the partnership, or when the whole 

partnership disbands. The consensus building phase of 

the ALESBA (Phase One) provides opportunities to con-

duct a risk assessment about the partnership itself and to 

create an environment where partners are aware that the 

rewards are bigger than the risks, e.g.:

• Professional development of their personnel.

• Better access to information and networks.

• Greater reach to the target group (ALE users).

• More appropriate and effective services.

• Increased access to resources, etc.



37PHASE FOUR – IMPLEMENT AND TEST

3 .  M A N A G I N G  I M P L E M E N T A T I O N  A N D  T E S T I N G  F R O M  T H E  S U P P L Y  S I D E

3.6  Advocacy and evidence-based 
infl uencing

Many ALE system building blocks will not be realised 

without an advocacy process. This does not only refer 

to policies and strategies within the Enabling Environment 

but also to building blocks such as budgets for ALE under 

Management Processes. Whenever a change is needed, 

advocacy has a role to play. Advocacy can be described 

in simple terms as support for an argument or an issue, 

cause or policy. It is about putting the problem on the 

agenda and providing/suggesting a solution to that problem 

and building support for that solution and for the action 

necessary to implement that solution.

Considering the limited exposure and support ALE receives 

as a sector in many countries and as this is refl ected by 

limited budget and staff allocations, and immature imple-

mentation structures, etc., it is clear that ALE and ALE 

system building needs an advocacy strategy of its own. 

Implementing the ALESBA and becoming a partner to im-

prove the ALE system in a country will require advocacy 

within organisations (so-called internal advocacy) to convince 

leadership and other factions in the organisations of its 

importance. It will also require advocacy from the ALESBA 

partnership for several ALE system building blocks, such 

as having an independent ALE policy, suffi cient budget 

allocations, and a national qualifi cations framework, etc.

Advocacy and evidence-based infl uencing (having the 

ability to show-case with practical implementation exam-

ples and impact studies for convincing arguments), there-

fore, will play a major role during Phase Four when the 

newly designed ALE system is implemented and tested. 

Advocacy has often received a negative connotation and 

a perception of agitation and demand from some stake-

holders by others. However, there are different forms of 

advocacy and ALESBA partners should formulate a joint 

advocacy strategy that will engage all partners as per their 

roles and competencies to advocate for an ALE system 

that can deliver services – building block – by building block. 

DVV International’s experiences in Ethiopia and Uganda 

have shown that joint implementation of and learning 

about project and programmes with government partners 

at different levels and across sectors, can contribute 

to best practices, joint ownership and lessons that can 

mobilise government partners to advocate for resources 

within their own structures. Community learning centres 

(CLCs), as places where ALE services can be provided, 

are currently co-funded with government funds and deci-

sions have been made at higher levels to include them 

in strategies and national development plans. In selected 

regions and districts, the government in both countries 

already has started to scale up the establishment of 

CLCs with their own funds during the testing phase. 

Evidence-based infl uencing which should be based on 

joint implementation and ownership remains a powerful 

convincing tool for advocacy in the ALESBA.

A stronger and more organised form of advocacy namely 

lobbying may be needed to apply pressure for building 

blocks such as ALE legislation which will enforce the right 

to ALE services by ALE users. Whether or not using advo-

cacy, lobbying or evidence-based infl uencing, strategies 

should be decided by all ALESBA partners for putting 

an ALE system in place. Ideally, ALESBA partners should 

consider an advocacy and evidence-based infl uencing 

strategy related to different system building blocks during 

the operational planning stage and it should be included 

in the ALE system design response framework.
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3.7  Learning insights and 
best practices: The role 
of quality study circles

To initiate and sustain system change over time, the 

leadership of partner organisations needs to be involved, 

especially when trying to change long-established and 

complex systems. But leadership alone is not enough. 

A critical mass of ALE stakeholders in different roles and 

positions who understand the need for change and are 

willing to act on it, is crucial for achieving results (OECD 

Public Governance and Territorial Development Directo-

rate, 2017). People need to live through and experience 

change rather than be told by a third party to believe in it 

and commit to the process. Their involvement and partici-

pation should be planned for and take place in different ways.

The implementation and testing of the new ALE system 

design during Phase Four plays out at different levels:

•  Within individual partner organisations, which have each 

been assigned certain project implementation tasks as 

per their mandates and responsibilities. The leadership 

and employees of individual partner organisations must 

be fully committed to the role they have been assigned 

and integrate the tasks into existing work plans, and job 

descriptions, etc., with the necessary resource alloca-

tions to ensure the new system design is embedded into 

existing, ongoing activities and processes. 

•  Across partner organisations, namely within the partner 

clusters that take responsibility for the building blocks 

within different system elements. It was recommended 

that each partner cluster/group form a governance 

structure such as a task force or technical team which 

will take responsibility for coordination, and accountabil-

ity measures, etc., to ensure the joint and cross-sectoral 

implementation across levels of governance stays on 

track and reaches the objectives of each system building 

block and ultimately the outcomes of the system 

elements.

•  At the programme management level, where a national 

steering committee or programme management team 

takes responsibility for the overall monitoring and evalua-

tion of the ALE system building process.

To make this happen, organisations and partner clusters 

should have mechanisms and tools that can foster creativity, 

problem-solving, communication and teamwork. Quality 

study circles can play an important role in facilitating partici-

pation and capturing new insights, lessons and document-

ing best practices for evidence-based infl uencing. Such 

circles of employees within an organisation or a partner 

cluster can discuss the performance of processes, services 

and form part of the PME system of the ALE system 

building process.
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Quality study circles consist of a small group of 5 to 10 

employees within one organisation and/or the partner cluster 

(therefore coming from different organisations), who meet 

at regular intervals to identify, analyse and resolve problems 

within the projects/programmes and implementation of 

activities. The outcomes of these meetings should be fed 

back into the implementation process and shared with 

management to ensure commitment, e.g., during M&E 

events, or partner cluster meetings, etc. (Jayakumar & 

Krishnaraj, 2015 March). Quality study circles from individ-

ual partner organisations can also feed their insights and 

lessons into the quality circles of partner clusters, that 

eventually can share with the national steering committee. 

In this way lessons, system changes while implementing, 

and best practices can be documented and shared. This 

will assist in updating the ALE system design in the system 

design response framework. This documentation should 

also form part of the documentation in the programme’s 

MIS (Management Information System) and can be espe-

cially useful during the review of the implementation and 

testing phase before scaling up to a national level.

Quality study circles have the following basic principles 

in the way they function: (Carina, 2000)

•  Equality and democracy: The work of the circle is based 

on the concept of equality among the participants, irre-

spective of their positions within the organisation or 

partnership. It should be based on a spirit of informality 

and the study circle leader’s work is to inspire dialogue 

and exchange of views and information in a relaxed 

manner.

•  Experience and cooperation: The work in a circle starts 

with the participants’ experiences and knowledge about 

the work done in the projects/programmes. The circle is 

characterised by cooperation and companionship, of 

working together towards mutually shared and resolved 

problems and objectives.

•  Continuity, planning and active participation: The circle 

meetings and objectives/agenda of each meeting have 

to be planned and organised. It implies that the circles 

follow a plan and the participants must be actively 

involved. Meetings should be scheduled at regular 

intervals.

•  Change and action: Learning and sharing for change 

and action within the ALE system can be meaningful 

and motivating. Quality study circles should be acknowl-

edged for their contributions and should be an integral 

part of the system building process.

Quality study circles can be considered as part of the 

governance structure of the ALESBA partnership and 

are crucial not only for monitoring and evaluation, but 

for creative solutions, new ideas and the documentation 

of best practices, case studies and using these for 

evidence-based infl uencing. The set-up of quality study 

circles requires orientating of participants, selecting a 

leader/facilitator, agreeing on the objectives, work plan 

and meeting schedule, etc.



ALESBA partners would have conducted a demand 

assessment to understand the interests and needs of 

ALE learners/users of the services during Phase Two 

(Assessment and Diagnosis) and the results of this 

assessment would have been aligned with the system 

assessment results from the supply side during Phase 

Three (Alternatives Analysis and Design). The new ALE 

system design therefore will be based on the interests 

and needs of the ALE service users. Unfortunately, most 

programmes and service providers often do not follow 

up to fi nd out whether the services are still relevant, 

accessible and delivered with the necessary quality. 

The fi rst signs may be increased drop-out rates of 

learners, irregular attendance and low enrollment rates, 

etc. ALE service providers should not wait for these 

signs, but have to purposefully plan and implement 

feedback mechanisms to include the ALE learners in 

the system’s functioning and make it part of its PME 

system. This section of the booklet provides a brief 

overview and the steps to implement community score-

cards in the context of ALE service delivery, keeping 

in mind that ALE services are diverse and range from 

adult literacy to business skills, non-formal skills training, 

and popular education, etc. 
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Using a systems approach is closely linked to the 

understanding that citizens are an integral part of 

service delivery and therefore the system. Not only 

do they have a role in demanding the services they 

need, but they hold important information about 

the performance of the system and therefore 

provide a feedback loop for improving the supply 

side of the system (OECD Public Governance 

and Territorial Development Directorate, 2017)

4.  MANAGING IMPLEMENTATION AND 
TESTING FROM THE DEMAND SIDE: 
COMMUNITY SCORECARDS



What is community scorecards?

Community Scorecards bring together the demand side 

(service user) and the supply side (service provider) of a 

particular service or programme to jointly analyse issues 

that block effi cient service delivery and to fi nd a shared 

way of addressing the blockages and challenges. There-

fore, it increases participation, transparency and account-

ability between service providers and users. It helps to 

identify how services are experienced by the users and 

providers and ensures informed decision making, tracking 

whether services and programmes are progressing well, 

reporting on the quality of services to responsible bodies 

and share responsibilities for monitoring and improving 

services. It is not about fi nger-pointing or blaming, settling 

scores or creating confl ict (CARE Malawi, 2013).

Who can use it?

•  Government institutions at different levels (national to 

local) and different sectors as part of their monitoring 

system.

•  NGOs in different sectors to track project progress – 

and as a monitoring tool.

•  Community-based structures such as health centre 

committees, Village Development Committees, and 

CLC committees, etc.

In the context of the ALESBA, all the categories of the 

above-mentioned organisations that are working in partner 

clusters can use community scorecards to track the use of 

the ALE services delivered by the newly designed system.

How to implement community scorecards?

The implementation of Community Scorecards involves 

fi ve different steps, starting with proper planning and 

preparation to use the scorecard methodology. It is con-

ducted in turn with each of the demand (community) and 

supply (government, NGOs, etc.) side before culminating 

in an interface meeting where both parties come together 

in order to implement and monitor joint action plans (Step 

Five). The explanation on the next pages is a brief overview 

of what is involved during each of the steps.
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Step One: Planning and preparation

During the fi rst step, community scorecards have to be 

introduced to ALESBA partners and decisions have to 

be made about how to design and adapt the scorecard 

methodology to the services provided by the new ALE 

system. The partners have to consider the following:

•  Why do they want to use the scorecard methodology 

and what do they hope to achieve? How will this 

information feed into the system’s performance on 

the supply side and be part of the PME system?

•  What will be the sectoral scope for the scorecard 

methodology, or in other words which ALE services 

will be included?

•  Where will the scorecard be implemented? It may be 

good to start with a few pilot sites to test the methodol-

ogy before using it in all areas where ALE services are 

delivered.

•  Who will be involved, e.g., the ALESBA partners that 

directly provide the range of ALE services to the commu-

nities? This could be local government sector offi ces, or 

NGOs, etc. Decisions also have to be made about who 

will be the facilitators of the process with the communi-

ties and which ALE groups or target communities will 

participate in the exercise to have a representative view?

•  How will the experts and staff from the service providers 

(ALESBA partners) be trained?

•  How will the community or ALE service users be oriented 

in the methodology?

•  How often will the scorecard exercises be repeated, 

e.g., once or twice per year, etc.?

•  What are the service criteria that will be used to score 

the ALE services, e.g. quality, access, or relevance, etc.?
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Step Two: Conducting the scorecard 

with the community

Based on the preparation, the responsible ALESBA part-

ners will orient the selected ALE groups/users on the score-

card methodology. The facilitator of the process should be 

a trusted, neutral person who has to ensure that consen-

sus is reached about the objectives of the exercise and 

how it will be conducted. The main aim of improving service 

delivery and engaging in mutual dialogue with service 

providers should be emphasised and an overview of 

Community scorecard example

the process should be provided. The ALE users should 

understand that the service providers will also score 

themselves and that the results of each group’s scores 

will be shared and discussed during an interface meeting. 

An agreement should be reached on both the services 

and the criteria for scoring before the exercise starts. 

The scoring will take place in the form of a simple matrix 

ranking exercise as illustrated in the example below 

where one means a low score and fi ve a high score:

The ALE users will debate each score to reach a con-

sensus before placing it in the matrix. These debates 

should be recorded because they provide information 

on the perspectives about service provision. 

Once the matrix is completed, the facilitator should 

use probing questions and encourage dialogue 

to uncover more reasons for the scores and sugges-

tions for improving the services.

ALE Service

Criteria

Non-formal skills

training
Business skills training Adult literacy Financial literacy

Quality of service 3 3 2 3

Access to service 2 1 4 2

Service regularity 4 1 3 3

Available inputs 3 2 2 3

Relevance 5 5 4 5

Total score 17 12 15 16



Step Three: Conducting the scorecard 

with the service providers

Conducting the scorecard with the service providers 

imply the involvement of all the ALESBA partners in the 

mentioned services by selecting a group of key experts 

that deliver the services from each partner to conduct 

the exercise among themselves. This could also be done 

during the meetings of quality study circles. The experts 

should have a safe space to voice their views, and chal-

lenges from an organisational perspective that may hinder 

service delivery, etc. The completed matrix should be analy-

sed and discussed to fi nd root causes for poor service 

delivery and can be complemented with other participatory 

tools such as force fi eld analysis, etc. The results should 

be shared with the management of each organisation and 

the ALESBA cluster members of the relevant system 

elements, e.g., the Technical Processes cluster.

Step Four: Interface meeting between service 

providers and users and action planning

The next step would be to bring the service providers 

and service users groups that have completed the former 

exercises together for an interface meeting, where each 

group can share their matrix and scores and explain the 

reasons for these scores as well as the suggestions for 

improvement of services. The interface meeting needs 

skilled facilitation to avoid confl ict with an emphasis on 

dialogue, joint solutions and shared responsibilities. The 

meeting should end with an action planning exercise 

where each group is assigned tasks for service improve-

ment.

Step Five: Implementation of agreed 

action points and PME

The last step is the actual implementation of the action 

points and plans agreed upon during the interface meet-

ing. These action points should be integrated into the plans 

and tasks of the responsible partner clusters and feed into 

the PM&E system and agendas of quality study circles.

5. CONCLUSION AND NEXT STEPS

The ALESBA booklet on Phase Four attempts to give 

the users of the toolkit an orientation on how to move 

from Phase Three to Phase Four and therefore from 

planning to action. 

Considering that Phase Four can take three to six years to 

complete and the scope of the plans and activities are too 

big to cover in the contents of one booklet, users of the 

toolkit are encouraged to use this booklet as a reference 

or starting point for further study, exploration and learning. 

The ultimate objective is that the design, planning and 

implementation of projects and programmes will provide 

the opportunity to test different modalities and approaches 

to provide better and more relevant services for the ALE 

learners and service users. The booklet on Phase Five will 

focus on refi ning the tested ALE system of Phase Four for 

delivering ALE services at a national scale.
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Glossary 

The ALESBA toolkit acknowledges and refers to ALE terminology in 

the following publications:

•  Towards an operational defi nition of Lifelong Learning: 

UIL Working Papers No.1 (UNESCO Institute for Lifelong Learning, 2015)

•  European Adult Learning Glossary, Level 2: 

Study on European Terminology in Adult Learning for a common language 

and common understanding and monitoring of the sector 

(National Research and Development Centre for adult literacy and numeracy, 2008)

•  Terminology of European education and training policy: 

A selection of 130 key terms (second edition) 

(European Centre for the Development of Vocational Training, 2014)
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