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ExecuƟve Summary 
This report captures the more than a 15-years of experience by the DECI team composed currently of eight 
experienced evaluators and communicaƟon specialists, half of whom are based in the south. It tracks the 
Įve sequenƟal phases of DECI and draws from the 25 case studies which grew out of the work with IDRC-
supported projects.  All Įve phases of DECI have combined a capacity development component with a 
research component to learn from pracƟce. This combinaƟon of training and research has been valuable 
especially as it has allowed mentors and mentees to engage in intenƟonal, collaboraƟve, acƟon-research 
partnerships.  The focus of this report is to identify and better understand the linkages between the 

mentoring support and the adaptive management outcomes experienced by the partner projects. 

Attention was also given to the enabling conditions that have encouraged project institutional change and 

adaptive management impacts. The DECI team of eight experienced evaluators also strengthened their 
own experƟse through conƟnuous reŇecƟon and learning impacƟng the quality of our mentoring. The 
team developed a backstopping model where global south and north evaluators dialogued to share the 
best mentoring and learning approaches. 
 

The main objecƟve of the last phase of DECI (DECI-AM) was to help strengthen research insƟtuƟons in 
IDRC’s DemocraƟc and Inclusive Governance (DIG) porƞolio with their evaluaƟon, research 
communicaƟon and adapƟve management capacity. The overall goal has been to enable their work as 
change agents and ensure that the research is used for posiƟve policy change.  This work has been 
implemented through a mentoring approach in support of individual research project teams.  This report 
addresses the third speciĮc objecƟve of the project: to document and analyze the mechanisms by which 
project partners improve their adapƟve management processes through mentoring in evaluaƟon and 
communicaƟon.  
 

This report also deals with this subject by referencing literature on evaluaƟon and organizaƟonal learning 
prepared by Brad Cousins & Jill Chouinard (2024), complemented by reporƟng on the DECI hybrid 
approach to combining evaluaƟon with communicaƟon. This internal assessment also used steps from 
Outcome HarvesƟng (OH) as a learning-oriented evaluaƟon approach. The data and information came 

from two sources: a review of all reports available from DECI- supported projects and direct interviews 

with project respondents associated with and familiar with the DECI mentoring support. The data 
collected was analyzed based upon Įve themes that were derived from the Cousins and Chouinard 
research paper, which are similar to the categories of outcome statements used in OH.  The Įve themes 
include: direct capacity development; indirect capacity development; complexity-responsive and systems 
thinking; evaluaƟon policy, evaluaƟon & learning systems; and learning from communiƟes of pracƟce.  
These reŇecƟons are summarized in the Įrst secƟon of the report. In the second secƟon, the analysis 
focuses on the underlying factors that evidenced DECI as a contributor to organizaƟonal learning. 
 

The DECI experience with direct capacity development emphasized face-to-face on-site meeƟngs to 
explore mentee readiness and understand context. Readiness refers to a project or organizaƟon’s 
willingness, resource allocaƟon, and management buy-in, and a commit to a mentoring process. A major 
gain from these events was relaƟonship building, especially as explaining the nature of the DECI project 
was not simple given the lack of precedents. During these visits, introductory workshops were delivered 
to introduce the basics of uƟlizaƟon-focused evaluaƟon as a decision-making approach, and research 
communicaƟon (oŌen referred to as ResCom in this report). Beyond those visits, the main training method 
was just-in-Ɵme, remote mentoring.  
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Indirect evaluaƟon capacity development was delivered in Įve diīerent ways: engagement and 
coproducƟon of evaluaƟve and communicaƟon knowledge: collaboraƟve and parƟcipatory approaches; 
developmental evaluaƟon; relaƟonship building and collaboraƟve meaning making; and, as well as staī 
member-produced summaries of what they had learned. A challenge in producing these summaries was 
that several of the examples also illustrated outcomes from the direct capacity development acƟons. This 
overlapping was the result of DECI being a capacity development project that works using a collaboraƟve 
approach to evaluaƟon that emphasized experienƟal learning.   
 

Complexity-responsive approaches and systems thinking have been described as ways to understand and 
navigate complex systems by recognizing interdependencies, emergent behaviours, and dynamic 
interacƟons within various contexts. Because UFE is Ňexible and adapƟve, it was possible to address 
strategic changes, new evaluaƟon prioriƟes and organizaƟonal change.  In the DECI context, the ways 
complexity and systems thinking were addressed was through the situaƟonal analysis, the readiness 
assessment, and the process of evaluaƟon planning and communicaƟon strategy design.  The examples 
illustrate how both the internal and external challenges require that the capacity development process 
becomes complexity-responsive; the same can be said about Ɵming and supporƟng a project’s changing 
prioriƟes.  This Ňexibility in Ɵming characterisƟc of DECI was unusual and contributed to the capacity 
development needs of the partner. 
 

With regards to changes in evaluaƟon policy, as well as evaluaƟon & learning systems, examples are 
included that show a gradient of outcomes in organizaƟonal learning in evaluaƟon and communicaƟon 
ranging from changes in procedures, strategies, policies and products. However, not all of these changes 
are sustainable; especially when the staī members who became champions leave the organizaƟon. A 
major challenge was frequent staī turnover and consequent loss of capacity.  
 

A major advantage of DECI was its long duraƟon. RelaƟonships were built with some partners spanning 15 
years and more.  These connecƟons gave the team a big picture view and mentors were able to share 
lessons across projects that had similar needs and learning objecƟves which is an eīecƟve way to enable 
peer-to-peer learning. It was not clear, however, how such links developed or supported shared 
organizaƟonal learning.   There are many the instances where members of the DECI team have worked 
together to undertake evaluaƟons using the DECI experience with non-IDRC clients. This teamwork is 
evidence of how a capacity development project created a community of pracƟce that applied its 
experience into a wider set of organizaƟons and contexts 

 

The DECI approach embodied a collaboraƟve, parƟcipatory approach to capacity development in 
evaluaƟon and communicaƟon. Its organizaƟonal learning outcomes included changes in pracƟces, in 
strategies, and in policies.  These changes led to improvements in how projects bridged the research to 
policy gap, especially where there was staī conƟnuity, the process led to organizaƟonal learning.  
 

The DECI project’s dual role of trainer and reŇecƟve learner is a model worth replicaƟng, especially for 
organizaƟons seeking to try out new ideas within an experimental evaluaƟon umbrella. An addiƟonal and 
key dimension was that the DECI team did not represent the funder. This independence from the funder 
enabled a signiĮcant level of trust to be created with the projects. 
 

Establishing and maintaining readiness was key to the approach. In several cases, early readiness was 
reported to be high, only to wane soon aŌer.  Since the UFE process was taken on voluntarily by the 
partners project, there was oŌen insuĸcient budget alloƩed from the start making the investment diĸcult 
to sustain. Readiness was eroded by mentees’ busy workloads or worse by their departures from their 
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organizaƟons. This staī churn happened within the projects on mulƟple occasions. In other projects, the 
partners could not conƟnue the mentoring due loss of funding, internal organizaƟonal crises, or becoming 
immersed in a war zone.  However, the preparaƟon of the case studies oŌen led to the partners indicaƟng 
gains that had been witnessed, even when a mentoring process had been interrupted.  
 

The just-in-Ɵme mentoring approach enabled a Ňexible and Ɵmely adaptaƟon of U-FE and ResCom.  The 
Ňexibility of the just-in-Ɵme mentoring process had several dimensions: adjusƟng to project schedules and 
staī availability, supporƟng new staī aŌer mentees departed the organizaƟon, adjusƟng language and 
minimizing jargon, Įnding ways to make the approach meaningful in the context of exisƟng and evolving 
organizaƟonal prioriƟes and procedures. It also allowed communicaƟon or evaluaƟon to inform the 
process and then await opportuniƟes for their integraƟon.  From a capacity development perspecƟve, this 
Ňexibility is central to the approach developed by DECI and is encapsulated in DECI’s third Primer. 
 

Finally, there were two diīerent examples of the use of evaluaƟon Įndings: lessons from taking ownership 
and compleƟng an evaluaƟon, and developmental evaluaƟon procedures where evidence was used on a 
regular basis to inform project adaptaƟons. In addiƟon, in several cases the very project strategy was 
adjusted because of the mentoring process that revealed project design Ňaws that were subsequently 
corrected.   
 

RecommendaƟons 

 

• EVALUATION FOR LEARING: It is recommended that funding organizaƟons move beyond evaluaƟon 
as primarily an accountability exercise and expand its goals to add learning supplemented by 
communicaƟon and knowledge translaƟon. 
 

• DEDICATED BUDGET ALLOCATIONS: It is recommended that projects funders demonstrate a 
recogniƟon of the vital role of evaluaƟon and research communicaƟon by building into project 
budgets designated budget lines its criƟcal acƟviƟes. A proposed indicaƟve Įgure would be 
between 8-10% of the budget for both evaluaƟon and communicaƟon, or the equivalent of 2 full 
Ɵme staī posiƟons. 

 

• EVALUATION & COMMUNICATION AS INTEGRAL TO STRATEGY: It is recommended that both 
EvaluaƟon and CommunicaƟon be understood as an essenƟal part of any important project 
iniƟaƟve and that their eīecƟveness is maximized if grantees are included as acƟve parƟcipants.  
This parƟcipatory approach works best if planned for, Įnanced and iniƟated from the very beginning 
of a project.  
 

• TRAINING AND RESEARCH AS A DUAL STRATEGY FOR EXPERIMENTAL INITIATIVES: It is 
recommended that the dual role of capacity development and research for innovaƟon 
(demonstrated by DECI) is worth replicaƟng as it creates a safe place for funding organizaƟons to 
experiment, and it provides the funders/mentors with a living lab for research and professional 
development. 

 

• THE VALUE OF EXTERNAL AND INTERNAL SUPPORT: It is recommended that the use of both 
internal and external technical support mentors/advisors throughout the duraƟon of project 
funding be considered to maximize the potenƟal for capacity development, learning, adaptaƟon and 
impact.   
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• ADAPTIVE MANAGEMENT: It is recommended that enabling project partners to learn while doing 
be recognized by ensuring ongoing research into their development strategies while maintaining a 
focus on their content objecƟves are accepted as complementary acƟviƟes. 

 

• FEMINIST EVALUATION & COMMUNICATION: The DECI hybrid approach can embrace a gender 
focus.  UƟlizaƟon-focused evaluaƟon invites a feminist lens that in turn can help projects pause and 
reŇect on gender dimensions of their strategy.   CommunicaƟon strategies diīerenƟate methods, 
media and communicaƟon funcƟons across genders (women, men, non-binary people) and 
intersecƟng idenƟƟes (age, class/caste, ethnicity, disability, sexuality). 

 

• PARTNERS’ OWNERSHIP OVER EVALUATION & COMMUNICATION: It is recommended that funders 
encourage project stakeholders (parƟcularly users) to engage in evaluaƟon and communicaƟon 
planning to promote their ownership of the processes and results.  The opportunity to pause and 
reŇect on project goals and communicaƟon inputs as the project progresses enables projects to 
adapt and adjust to changing condiƟons.  

 

• TWO MAJOR TYPES OF COMMUNICATION: It is important for funding organizaƟons to see 
communicaƟon iniƟaƟves as composed of two types of acƟvity: front of the house iniƟaƟves 
(website, social media feed etc.) and back of the house (audience research, relaƟonship building 
etc..).  
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IntroducƟon 
In this unique IDRC supported Project ‘Designing EvaluaƟon and CommunicaƟon for Impact’ (DECI), the 
original challenge posed was to pilot-test and research Michael Quinn-PaƩon’s UƟlizaƟon-focused 
EvaluaƟon (U-FE) concepts in IDRC funded informaƟon society research projects in Asia. U-FE was not a 
new idea; it was Įrst presented by Michael Quinn PaƩon in the mid-1980s.  Its core thesis was that “UFE 
begins with the premise that evaluaƟons should be judged by their uƟlity and actual use”. (PaƩon, 2008: 
37) 
 

The focus of this report is on the lessons from the DECI project that started in 2009, originally entitled 

Developing Evaluation Capacity in ICTD1. In subsequent years, its title and focus evolved from primarily 

evaluation to include reference to communication. In its fifth and last phase, it reflected this dimension 

in its title - Designing Evaluation and Communication for Adaptive Management (DECI-AM). In addiƟon to 
capacity building in evaluaƟon and communicaƟon, it became evident that its work encouraged 
organizaƟonal learning aimed at strengthening policy impact. 
 

Brad Cousins and Jill Chouinard (2024) are among the few evaluaƟon scholars to analyze and promote 
evaluaƟon as an organizaƟonal learning (OL) system. They sought to idenƟfy support for organizaƟonal 
learning as a theoreƟcal basis of parƟcipatory evaluaƟon and reviewed 26 evaluaƟon empirical studies, 
predominantly in educaƟonal seƫngs. They found support for OL as jusƟĮcaƟon for parƟcipatory 
evaluaƟon and its potenƟal to enhance evaluaƟon use. In discussion with Cousins, the DECI Team 
discovered a mutual interest in linking developmental evaluaƟon to OL with a shared focus on the 
importance of the “use” and the building of organizaƟonal capacity and adapƟve management. 
 

The DECI Project  
The origins and evoluƟon of the DECI project are important to understand. All Įve phases of DECI have 
combined a capacity development component (through mentoring) with an acƟon- research component 
to learn from pracƟce. This combinaƟon of training and research has been valuable especially as it has 
enabled mentors and mentees to engage in intenƟonal, collaboraƟve, acƟon-research partnerships.  
 

DECI’s project partners have been research projects supported by two IDRC programs which were engaged 
in development research that has been mostly exploratory and was applied in that there was a 
commitment to translate research Įndings into policy. Given the Įeld-building nature of the projects, 
many were dynamic and had to adjust their strategies during project implementaƟon. 
 

The Įrst phase of DECI was focused on tesƟng UƟlizaƟon-Focused EvaluaƟon with Įve Asian network 
projects that were coming to an end, coupled with the goal of creaƟng regional capacity in the UFE 
approach.  The emphasis was placed upon tesƟng Quinn-PaƩon’s basic 12 steps of U-FE and simplifying its 
process from those outlined in his 2008 book. As a consequence of an externally led evaluaƟon of DECI, 
not only did IDRC obtain “proof of concept,” but it found the reports prepared by the grantee projects 
useful and conĮrmed the value of the approach.  The DECI project team in its iniƟal UFE Primer2 wrote 
that “professional evaluators using UFE for the Įrst Ɵme require mentoring support… (DECI supported) a 
team approach where evaluator mentors coach and mentor project-based evaluators and implementors 
– and everyone learns together.’ (Ramírez & Brodhead, 2013: v) 
 

 
1 Information and Communication Technology for Development.  
2 Ramirez, R. and Brodhead, D. (2013). UFE – A Primer for Evaluators, Penang: Southbound Press. 
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In its second phase, DECI-2 stood for ‘Developing EvaluaƟon and CommunicaƟon Capacity in InformaƟon 
Society Research’.  The mentoring support was expanded geographically to include research projects in 
East-Africa, South and South-East Asia & the PaciĮc, and LaƟn America.  It also added mentoring in 
Research CommunicaƟon (ResCom) alongside U-FE (Ramírez & Brodhead, 2018).   The Ɵtle of DECI-3 
shiŌed to ‘Designing EvaluaƟon & CommunicaƟon for Impact”, while DECI-4 was ‘Designing EvaluaƟon & 
CommunicaƟon for IDRC’s Cyberpolicy Centres (CPC) Program and Project Impact”. Both phases focused 
the support on Įve CPC’s with the goal of enhancing insƟtuƟonal capacity in evaluaƟon and 
communicaƟon.   
 

In its ĮŌh phase, the focus of DECI was on adapƟve management (DECI-AM). This change came from the 
realizaƟon that the evaluaƟon and communicaƟon mentoring process had a posiƟve “Trojan Horse” eīect 
by facilitaƟng projects to pause, reŇect and adjust their strategies. Free of an accountability focus, its 
decision-making framework enabled project partners to set Ɵme aside to become more introspecƟve, to 
reŇect on their learning and to raise criƟcal quesƟons concerning their strategic assumpƟons, their 
evaluaƟon and communicaƟons objecƟves and their Theory of Change (ToC).  
 

This report captures the more than 15 years of experience by the DECI team of eight experienced 
evaluators, half of whom are based in the south. It also tracks the Įve sequenƟal phases of DECI and draws 
from the 25 case studies which grew out of the work with IDRC-supported projects. In its most recent 
publicaƟon, the DECI team reminded its readers that “Development projects, research iniƟaƟves and 
innovaƟve organizaƟonal eīorts require evaluaƟons that can conĮrm outcomes and inform their strategy. 
They also need to engage stakeholders, enhance relaƟonships, and disseminate their lessons.” (Ramírez et 
al.., 2022: 4)  
 

Increasingly, DECI is being seen by its global team of mentors and its project partners as a way of facilitaƟng 
insƟtuƟonal adaptaƟon and strategic change. In its Įnal stage, DECI-AM moved into more explicitly seeing 
its work as contribuƟng to learning and adapƟve management.  
 

The main objecƟve of the last phase of DECI (DECI-AM) has been to help strengthen research insƟtuƟons 
in IDRC’s DemocraƟc and Inclusive Governance (DIG) porƞolio with their evaluaƟon, research 
communicaƟon and adapƟve management capacity. Its focus has been to enable their work as change 
agents and ensure that research is used for posiƟve policy change.  This work has been implemented 
through a mentoring approach in support of individual research project teams (see Dhewa, 2024 for a full 
descripƟon).  This report addresses the third speciĮc objecƟve of the project: to document and analyze 
the mechanisms by which project partners improve their adapƟve management processes through 
mentoring in evaluaƟon and communicaƟon.  
 

 

Conceptual framework, methodology and data collecƟon 

This report addresses this challenge by combining literature on organizaƟonal learning as a conceptual 
framework (Cousins & Chouinard, 2024), supplemented by the experience of the DECI hybrid approach to 
combining evaluaƟon with communicaƟon (Ramírez & Brodhead, 2017), and Outcome HarvesƟng as a 
learning-oriented evaluaƟon approach (Wilson-Grau & Brill, 2012). 
 

The paper by Cousins and Chouinard (2024) brings together a comprehensive literature review on 
evaluaƟon and organizaƟonal learning. It signals points of connecƟon between evaluaƟon and 
organizaƟonal learning (OL) domains, noƟng that both OL outcomes and the approaches and strategies 
designed to foster OL are intertwined. Their analysis highlights the importance of revisiƟng evaluaƟon as 
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part of an organizaƟonal learning system (OLS). They propose a working hypothesis: integraƟng evaluaƟon 
into the organizaƟonal culture, parƟcularly through the eīecƟve use of data, which leads to an increased 
valuing of data. The hypothesis posits that as organizaƟons experience successful outcomes from 
evaluaƟon, both in terms of process and Įndings, they are more likely to embed evaluaƟon within their 
OL culture. They call for ongoing research and pracƟcal iniƟaƟves to test this hypothesis, with a parƟcular 
focus on framing evaluaƟon as a contributor to their OL.  
 

As noted by Archibald et al. (2016), organizaƟonal learning is very much associated with the evaluaƟve 
thinking and internal reŇecƟon that leads to adapƟve management, thus suggesƟng the connecƟon with 
the focus of the DECI projects from phase 2 onwards.  
 

The DECI hybrid approach introduces the added 
dimension of communicaƟon as a complement to 
evaluaƟon (Figure 1).  Throughout most phases of 
DECI, this hybrid capacity development approach 
has helped partners to make explicit their goals, 
their partners, and the mechanisms to integrate 
evaluaƟon with communicaƟon. It has created a 
space for pause, reŇecƟon and adaptaƟon. The 
hybrid approach goes beyond most evaluaƟon 
capacity development approaches that only focus 
on evaluaƟon (Buckley et al., 2021; Konjore, 2024).  
Examples of the two Įelds combined are few and 
far between as most focus on either the evaluaƟon 
of a communicaƟon iniƟaƟve, or the 
communicaƟon of evaluaƟon Įndings.  
   
Outcome HarvesƟng (Wilson-Grau & BriƩ, 2012) is an evaluaƟon approach in which evaluators propose, 
verify, analyze and interpret ‘outcomes’ especially in situaƟons where the factors of cause and eīect are 
not fully understood (BeƩer EvaluaƟon, 2024).  In Outcome HarvesƟng, one looks for evidence of what 
has changed and then, working backwards, determines whether and how an intervenƟon contributed to 
these changes. The outcome(s) can be posiƟve or negaƟve, intended or unintended, direct or indirect, but 
the connecƟon between the intervenƟon and the outcomes should be plausible. InformaƟon is collected 
using a range of methods to yield evidence-based answers to useful, acƟonable “harvesƟng” quesƟons.  
 

Outcome HarvesƟng begins by establishing ‘outcome statements’. “These consist of: 
• The outcome: the behavioural change in a social actor;  
• The project’s contribuƟon: the project’s inŇuence on that change; and  
• The signiĮcance (of the Outcome): why that change is important.” (Nyangaga, 2021; 2024) 

 
EssenƟally, this invesƟgaƟon used OH to determine the extent to which the described or observed 

outcomes and the project’s contribution were aligned with the Cousins & Chouinard OLS themes.  
 
Data collection for this report took place in 2024 and ended in early 2025.  The sources of data and 

information came from two sources: a review of all reports available from DECI’s supported projects 
(especially, the case studies produced after each mentoring process with a partner). In addition, direct 

interviews with projects’ respondents associated with and familiar with the DECI mentoring support were 

held. Due to the over 15-year lifespan of DECI, many staff in partner projects had moved onto other 

Figure 1. DECI’s applicaƟon of U-FE Steps and 
CommunicaƟon Steps in parallel 
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organizations and could not be reached, so a total of 13 current and former staff members of past projects 

were interviewed. It follows that the main source of data was the collection of DECI publications and 25 

case studies. The case studies were prepared following phases 1-4 of DECI; no case studies were available 

from phase 5 (DECI-AM) due to the timing of the projects and a reduced number of partners (an additional 

one was completed in September 2025).  

 

Annex 1 presents the list of projects the DECI team supported, Annex 2 lists the persons interviewed, and 
Annex 3 includes the interview guide.   
 

The data collected was analyzed based upon Įve themes3. The themes were derived from the Cousins and 
Chouinard (2024) paper: 1. Direct capacity building  2. Indirect capacity building 3. Complexity-responsive and systems thinking 4. EvaluaƟon policy, evaluaƟon & learning systems 5. Learning from communiƟes of pracƟce 

 

Subsequently, the analysis focused on the underling factors that supported DECI as contributor to 
organizaƟonal learning. 
 

 
 
 
 
 
  

 
3 A sixth theme on the uƟlizaƟon of evaluaƟon and communicaƟon technology is not included as it was not 
suĸciently relevant to the DECI experience. 
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DECI’S CONTRIBUTION TO ORGANIZATIONAL LEARNING 
 

1.1 Direct capacity development 
 
Cousins & Chouinard (op.cit.) present direct evaluaƟon capacity development as planned training and 
learning opportuniƟes intended to foster individual, team, or organizaƟonal growth in the capacity to do 
and use evaluaƟon. These planned opportuniƟes include graduate programs, courses, workshops, lunch 
hour seminars, and similar opƟons. Direct capacity building refers to eīorts aimed at enhancing the skills, 
abiliƟes, and resources of individuals or organizaƟons through immediate, hands-on training to strengthen 
competencies directly related to a task or goal. 
 
For the DECI project, direct capacity development took the form of in-person orientaƟons (where 
possible), and primarily just-in-Ɵme, remote mentoring (Ramírez et al., 2022).  During most phases of DECI, 
a team of 1-2 mentors visited each partner organizaƟon to get a sense of their context and readiness. An 
important outcome of these visits was establishing a relaƟonship that oŌen created a trusƟng partnership.   
 

The project site visits were invaluable. The DECI team were able to interact directly with project teams and 
their stakeholders. Discussions enabled clearer presentaƟon of project realiƟes for target evaluaƟon and 
communicaƟon planning.   Those face-to-face learning processes also enabled the DECI Team to observe 
and guide the learners in how to use and customize the DECI decision-making framework.    
 

Since the start of DECI, there was an explicit aƩempt to engage regional mentors into its team. Throughout 
the diīerent phases of DECI, its team members were based in many countries besides Canada: Paraguay, 
Uruguay, Chile, Zimbabwe, Kenya, Jordan, India and Indonesia. Having regional mentors was criƟcal to 
establish relaƟonship building and reduced travel costs. As has been reported elsewhere, this created a de 
facto community of pracƟce (Dhewa, 2024).   
 

In some instances, locally based mentors were 
able to have follow-up face-to-face meeƟngs 
with some projects. This contact enabled them 
to understand the complexity of the projects, 
what they were trying to achieve, and their 
constraints as well as the capaciƟes of the 
mentee staī. While the project documents 
explained details, the face-to-face meeƟng 
enabled the mentors to understand the 
context in which the organizaƟons were 
working, staī capacity and interrelaƟonships 
as well as the poliƟcal environment in which 
they worked. 
 

The direct interacƟons were valued by project 
staī. In the DREAM-IT (Mongolia) case report 
it is indicated that project client team “was 
beƩer able to understand U-FE during a face-
to-face capacity building workshop” (Zaveri, 
2011).  

Identifying Users, linking them to Use and Key 

Evaluation Questions (KEQs) proved to be 

challenging for all three organizations. E-mail 

exchanges, Skypes and webinars provided the ‘how 
to’ – what are the criteria to identify User, how do 

you help the User identify the Use of the evaluation 

and how to develop KEQ to support Use. However, 

this theoretical understanding using remote 

mentoring was inadequate to finalize User, Uses 

and KEQ. As the OpAsha Country Director for 

Cambodia stated, she: “...got stuck on some 
components of Users and Uses – I tried so hard to 

pin it down. What are the KEQs – asked myself 

10,000 times. Once that was sorted out, everything 

quickly fell in place.”  

A face-to-face meeting proved to be critical in 

breaking the deadlock of identifying Users, Uses and 

KEQ.  (Zaveri et al., 2016: 14) 
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A DREAM-IT (Mongolia) board member responsible for facilitating the U-FE process noted: “I like U-FE 

because it is different from other evaluations I did — it is useful to what we are doing, and it is used. You 

can really say ‘I have done U-FE’. Also, one evaluates what you want to learn about and not what you are 

not interested in.  I learned the whole journey — selecting the right topic, the interviews, the report and 

the translation, too. I can now apply U-FE to anything else.” The project manager also expressed that U-

FE is “not judgemental”, not “fake” and very real!”. (Zaveri, 2011: 16)  

In the DECI context, beyond the on-site visits, the prevalent direct-capacity development approach was 
remote, just-in-Ɵme mentoring. This process involved coaching delivered to individual projects at their 
pace to align with internal schedules and decisions.  At the heart of mentorship is a parƟcipatory, 
experienƟal processes of learning.  Target project staī developed skills by acƟvely engaging in all phases 
of evaluaƟon and communicaƟon—from design and planning to implementaƟon. This hands-on 
involvement transformed pracƟcal experiences into valuable learning opportuniƟes, allowing mentees to 
build capacity through direct parƟcipaƟon. The DECI-2 team witnessed this process during an all-partners 
meeƟng in Cape Town in May 2016 where partners presented their lessons (for example: Hillyer, 2016)  
 

 

 

 

 

 

 

 

 

 

 

 

 
 

In summary, the DECI experience with direct capacity development was a combinaƟon of face-to-face on-
site meeƟngs to explore readiness and understand context, as well as online mentoring to support 
uƟlizaƟon . A major gain from these processes was relaƟonship building, especially as explaining the 
nature of the DECI project was not simple given the lack of precedents. During these visits, introductory 
workshops were delivered to introduce the basics of uƟlizaƟon-focused evaluaƟon as a decision-making 
approach, and to research communicaƟon (oŌen referred to as ResCom in this report). Beyond those visits, 
the main training method was just-in-Ɵme, remote mentoring.  
 

1.2 Indirect capacity development 
Cousins & Chouinard present four disƟnct forms of indirect capacity development:  
o Engagement and coproducƟon of evaluaƟve knowledge: whereby parƟcipants gain learning by 

engaging directly in the coproducƟon of evaluaƟon knowledge rather than just receiving it passively. 
This process helps them appreciate the capacity of evaluaƟon to drive program and organizaƟonal 
change. 

o CollaboraƟve and parƟcipatory approaches (CAE): when members of a program work together with 
evaluators using collaboraƟve or parƟcipatory approaches. By planning, implemenƟng, and 
disseminaƟng evaluaƟve knowledge together, they build their capacity without relying on formal 
training. 

“U-FE is (best) learned through practice: experiential learning is at its core (quoting 

Kolb, 1984). It requires an accompaniment that matches learning moments. This 

timing is one reason why the impact of workshops has been found to be limited: 

people are often neither ‘ready’ nor able to absorb the information because they lack 
the knowledge of how to subsequently implement the learning in their project context. 

Mentoring at the pace of the partner is fundamental in our work. In DECI, we have 

been experimenting with a combination of coaching (that follows an established but 

simplified set of steps associated with the U-FE framework) with mentoring (that 

focuses on guiding, adjusting, and troubleshooting together). We have learned that we 

do a bit of both.” (Brodhead & Ramírez, 2014: 3) 
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o Developmental evaluaƟon: In developmental evaluaƟon, the evaluator works closely with program 
staī to generate ideas, pilot intervenƟons, and adapt approaches to meet complex challenges. This 
hands-on experience in tesƟng ideas, decision-making, and iteraƟve learning contributes to a nuanced 
understanding of evaluaƟon. 

o RelaƟonship building and collaboraƟve meaning making by emphasizing relaƟonship building and 
working together to interpret and act upon evaluaƟon results, the process itself becomes a method 
for indirectly developing capacity. The focus on collaboraƟve meaning making helps stakeholders 
internalize evaluaƟon principles through shared experiences. 

 

The above categories are diīerenƟated by Cousins & Chouinard) from those listed as direct capacity 
development (previous sub-secƟon). This disƟncƟon is possibly due to their academic backgrounds, where 
courses, seminars and workshops are the hallmark of training.  However, in the DECI context, all four 
pathways could be seen as integral parts of the mentoring process.  In addiƟon, given the DECI hybrid 
approach, the above list has been modiĮed to include reference to communicaƟon.  
 

An addiƟonal form of indirect capacity development delivered by the DECI team was that provided during 
feedback sessions when individual and partner feedback on the case studies created a moment for 
reŇecƟon, that in turn, contributed to individual and organizaƟonal learning. 
 

Several examples of the four types of learning noted above follow: 
 

Engagement and coproducƟon of evaluaƟve & communicaƟve knowledge 
The DECI case study of the DREAM-IT project (Mongolia) describes how the project board members 
recognized that, though they were not evaluaƟon experts, they were able to understand U-FE, parƟcipate 
and use the evaluaƟon Įndings. The DREAM-IT project manager observed that they learned enough to 
apply the same method to the other evaluaƟons being commissioned by the Mongolian government, as 
well as incorporaƟng the U-FE checklist into what they were using to review funding proposals for projects. 
(Zaveri, 2011) In a video statement, the project lead stated that they had lost their fear of evaluaƟon, 
suggesƟng a gain in evaluaƟve knowledge.  
 
An example of coproducƟon is evident in the mentoring 
work with Derechos Digitales (Chile).  The communicaƟon 
and evaluaƟon contact people worked together and 
developed a U-FE table.  A contribuƟon from the DECI 
mentors was to suggest a smaller number of evaluaƟon 
uses (from 3 to 2) and fewer key evaluaƟon quesƟons 
(from 10 to 6). The intenƟon was to ensure the evaluaƟon 
was not too demanding for the team. The communicaƟon 
oĸcer was involved in the Įnal revision of the UF-E table 
where communicaƟon quesƟons were integrated with 
other project prioriƟes (Navas & Ramírez, 2022). Helping 
projects adjust their evaluaƟon design as it is being 
developed is an example of coproducƟon leading to 
enhanced evaluaƟve knowledge.  

 

In May 2020, the CLD (Mexico) communicaƟon mentee developed a CommunicaƟon Strategy for the 
project’s Phase 2. Among other things, she was able to track the reach of the Įrst two blogs in their series 
and conĮrmed a following by the civil society organizaƟons they were targeƟng. The ResCom strategy 

“I feel like that work really helped us 
think about how were we talking about 
this and how were we talking about this 
in a way that is it too technical or too 
impenetrable surveillance is such a hard 
thing to talk about… And a lot of it was 
really about thinking through a 
communicaƟon strategy for the 
organizaƟon to have it be more deeply 
connected to the broader advocacy 
strategies so instead of communicaƟons 
kind of being separate from our overall 
strategic direcƟon making sure it's very 
much embedded in like all of it. …” (PI 
Interview) 

https://evaluationandcommunicationinpractice.net/knowledgebase/video-deci-1-evaluation-support-to-dream-it-project-mongolia/
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included: communicaƟon purposes, audiences, outcomes, media and annotaƟons. She was planning to 
prepare similar templates for the other Įve themes of CLD’s research program, a step that for the DECI 
mentors “felt like a breakthrough”. She had been able to make the new format work for her, as it listed 
acƟviƟes that were in their strategy, and it was pracƟcal (Ramírez & Navas, 2022).  

 

A notable example of producƟon of evaluaƟon and communicaƟon knowledge is the ROER4D project 
(South Africa). Beyond having produced and operaƟonalized their evaluaƟon plans and communicaƟon 
strategies, the team published a collecƟon of toolkits including one on evaluaƟon and another on 
communicaƟon. While the DECI team provided the underlying capacity development through mentoring, 
the producƟon of the toolkit was done independently by the ROER4D project team.   In the case of the 
CyberStewards Project (Toronto), the evaluaƟon mentee went as far as to produce a summary of the 
process that was presented at a conference in Toronto (Phillips, 2014).  
 

CollaboraƟve and parƟcipatory approaches  
The DECI hybrid approach is rooted in parƟcipatory methodology and belongs to what is referred to as 
collaboraƟve approaches to evaluaƟon (Archibald et al., 2016; Cousins, 2020; Ramírez & Brodhead, 2020).   
The Įrst LIRNEasia case study notes that the team “…welcomed a “self-driven” evaluaƟon that put them 
in charge and that would address quesƟons that they felt were relevant to the organizaƟon’s future 
development. (There was) an apparent interest in “learning by doing” in the process.” (Kumar-Range, 2011: 
3-4). The LIRNEasia evaluaƟon mentee (during DECI-1), found the role of the DECI mentor criƟcal in guiding 
the U-FE process and providing resources and informaƟon on pracƟcal evaluaƟon approaches and 
methodologies. This support helped to build her capacity in a “learning by doing” mode which proved to 
be an adapƟve and innovaƟve response to changing needs. This same person subsequently leŌ the 
organizaƟon only to return to it as a senior manager and was supporƟve of further mentoring with other 
staī members during DECI-3 and 4 at LIRNEasia. 
  
In several mentoring cases, the U-FE plans & ResCom 
strategies did not reach compleƟon. In other words, 
there was no opportunity for the partner to learn 
from the use of evaluaƟon Įndings, as emphasized by 
Cousins and Chouinard (op.cit.). Nevertheless, the 
process was sƟll appreciated as a great learning 
opportunity. The CyberStewards Project did not 
complete the evaluaƟon plan and yet the staī 
reported Įnding “signiĮcant value in the process as a 
means of reŇecƟng on the acƟviƟes that they were 
undertaking and on the program’s goals” (Navas & 
Ramírez, 2016: 11).  FormulaƟng evaluaƟon KEQs 
helped them understand that dimensions of the 
CyberStewards Network: they came to realize that it 
was not yet an established network, allowing them to adjust their strategy. This acƟon was an example of 
adapƟve management. 

 

Mentoring the evaluaƟon of the Asociación por los Derechos Civiles (ADC ArgenƟna), was also incomplete, 
but the mentee described experience as follows: “We already had the reŇecƟve experience that we had 
acquired from working in U-FE, we were able to design the event [a one-day internal workshop] along a 
set of objecƟves. The meeƟng was a success because it gave the PIUs the opportunity to share all the 
achievements, doubts, mistakes, and new ideas that had been emerging but had not been discussed. We 

“I would describe it as a structural mentoring 
which was kind of like, how do you develop the 
communicaƟon strategy of the organizaƟon? 
How do you bring people on board in the 
organizaƟon to think about Comms? And you 
know, taking on a diīerent approach to 
communicaƟons more kind of like a 
developmental approach to communicaƟon 
versus the standard pr style communicaƟng…. 
Your communicaƟons approach has to cater for 
diīerent audiences, and also really thinking 
about the tools that people can make use of 
that someƟmes can be overlooked,” (RIA 
Interview) 

https://www.roer4d.org/
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observed that some of these ideas could be included in a new strategic plan. It’s important to remark that 
this was the Įrst meeƟng of this kind held in many years, and it was really signiĮcant for all parƟcipaƟng 
staī members of ADC’s FEP [Freedom of Expression and Privacy] unit.” (Navas, 2017: 7) In other words, 
part of the process became embedded in an internal collaboraƟve planning workshop within the 
organizaƟon; a further example of adapƟve management.  
 

Developmental evaluaƟon to improve communicaƟon 
During DECI-3 and 4, support was provided to the CIPIT Project, in Kenya.  In this instance, one of the 
evaluaƟon uses focused on the eīecƟveness of their communicaƟon pracƟces.  When asked how useful 
the process had been, one staī member said: “If we hadn’t done the ResComm, we would not have known 
that we have not been collecƟng data for blog posts for a really long Ɵme. We were also shocked by that 
informaƟon. We have been wriƟng all these blog posts and not following up. For policy response, we 
realized it has not always been seamless. We learned that some people did not know (we had developed) 
a SOP [SpeciĮc Standard OperaƟng Procedure] to follow. (The evaluaƟon) has been useful in reŇecƟng on 
how beƩer to respond to the requests” (Nyangaga & Quarry, 2022: 6-7). The modiĮcaƟon of an internal 
tool like the SOP is a form of insƟtuƟonalizaƟon, and the process is very much aligned with Developmental 
EvaluaƟon: to help course-correct the strategy during project implementaƟon.   
 

The LIRNEasia U-FE mentees told the DECI team that “(they) started using Įndings even before the U-FE 
was completed” and “it became useful as a whole” (Kumar-Range, 2011: 11). The gained U-FE knowledge 
increased the value of the evaluaƟon to the extent that the Įndings were used for decision-making even 
before the report was completed. While the term ‘Developmental EvaluaƟon’ was less known at the Ɵme, 
this experience consƟtutes an example.  
 

RelaƟonship building and collaboraƟve meaning making 
When the CyberStewards Project (hosted by CiƟzen-Lab in Toronto) worked with DECI to design the project 
evaluaƟon and develop a communicaƟon strategy, the evaluaƟon contact person found the DECI 
mentorship to be a “most important enabling factor for successfully conducƟng U-FE”. According to her, 
“It was incredibly valuable because (the mentoring) made the process come to life and more do-able.” 
(Navas et al. 2016: 11) 
 
During the mentoring period of DECI-2, the size of the staī at Privacy InternaƟonal (PI, London) grew from 
6 to 20 people, yet there was no parallel expansion in the communicaƟon staī. The DECI mentoring 
provided signiĮcant support and was valuable for the communicaƟon mentee in embedding 
communicaƟon within the organizaƟon’s overall strategic direcƟon. He reported that the iniƟal material 
felt theoreƟcal, but its pracƟcal applicaƟon helped him translate the principles into eīecƟve strategies. 
The work involved thinking criƟcally about how to communicate sensiƟve issues, such as surveillance, in 
an accessible and relatable manner. A great deal of the progress achieved resulted from the relaƟonship 
of trust with the DECI mentor (Quarry et al., 2016; interview with Privacy InternaƟonal, 2024).  As another 
example, in 2024, CLD decided to strengthen its foundaƟon by creaƟng a communicaƟons tool “that 
strengthens relaƟonships” with the support of DECI (CLD interview).  
 

During the mentoring with the ResisƟng disinformaƟon in the Global South project, hosted by the 
University of Stellenbosch in South Africa, the prolonged mentoring support led to a collaboraƟve meaning 
making process. Even when neither a formal UFE design nor a ResCom strategy were achieved, the 
relaƟonship that was built helped the team reŇect and explore strategic direcƟons (Al-Zatari, 2025).  
 



 17 

Internal training by mentees to the organizaƟon 
After mentoring Derechos Digitales (DD, Chile), the evaluation mentee acquired a good understanding of 

utilization-focused evaluation. During the organization’s annual retreat, he presented the U-FE process, 

which was well received by his colleagues, demonstrating his increased understanding and commitment 

to the approach. In his own words, he described the experience as “a highly thoughtful process in terms 
of approaching the evaluation for the entire DD team involved.” (Navas & Ramírez, 2022: 7) 

 

In a number of instances, mentees who were exiƟng the organizaƟon, 
extended their gained knowledge to their colleagues, partners and 
stakeholders. This sharing happened with the communicaƟon mentees at 
LIRNEAsia and CLD, and with the evaluaƟon mentee at RIA and CLD, 
among others.  The DECI team noƟced how the presentaƟons to their 
colleagues gave the mentees a deeper sense of their acquired skills. In 
addiƟon, these sessions appeared to connect well with staī as the 
message was coming from within. It was also evident working with 
projects such as CLD that DECI mentors were also needed to periodically 
update staī on UFE and ResCom concepts due to a loss of organizaƟonal memory brought about by 
frequent staī turnover (CLD Interview).   
 

 

In summary, in this sub-secƟon, pracƟcal examples have been described of how indirect evaluaƟon 
capacity development was manifested through Įve forms or mechanisms: engagement and coproducƟon 
of evaluaƟve and communicaƟon knowledge: collaboraƟve and parƟcipatory approaches; developmental 
evaluaƟon; relaƟonship building and collaboraƟve meaning making; and, when the project team was 
provided with a summary of what they had learned by one of their staī.  
 

1.3 Complexity-responsive and systems thinking 

Cousins & Chouinard point out that most programs operate in complex environments or processes. They 
make reference to Bamberger et al. (2016), Gates, et. al. (2016), and PaƩon (2011) to explain that 
complexity thinking requires evaluators to embrace systems-thinking, to be open to innovaƟve evaluaƟon, 
and to use evaluaƟon Įndings to describe and recommend system level changes. They refer to the 
relevance of systems thinking and complexity going beyond personal/individual project experience to the 
heart of how an evaluaƟon is understood, organized, and conducted.  
 
Cousins & Chouinard refer to Gates et al. (2021) who has provided a comprehensive review of systems 
thinking and complexity analysis as they relate to evaluaƟon. They idenƟĮed a range of perspecƟves and 
pracƟces that include: the way evaluators see their work, the use of systems methods approaches and 
theories to guide evaluaƟon; as well as the use of these approaches to foster innovaƟon, system change 
and transformaƟon, or ongoing learning and adaptaƟon. Complexity-responsive approaches and systems 
thinking have been described as methods designed to understand and navigate complex systems by 
recognizing interdependencies, emergent behaviours, and dynamic interacƟons within various contexts.  

As a one-person team it was 
kind of my goal to train all 
staī on pre-basic 
communicaƟons as advocacy 
stuī so that, as a way to help 
build up the overall 
organisaƟonal capacity. (PI 
Interview) 

“I got a lot of support holisƟcally in terms of like thinking about how you, how I could approach team 
members and, like, you know, also support capacity building of other team members in the organizaƟon 
to become their own comms leads but then also kind of like individual mentorship, where it was kind of 
like, how do I think about comms, and also just reŇecƟons through the sƟcky parts, because I think there 
were a lot of sƟcky parts introducing comms and evaluaƟons into RIA” (RIA Interview) 
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Cousins & Chouinard refer to a checklist for assessing the complexity of a given program by Bamberger et 
al. (2016), that has four dimensions of relevance: the nature of the intervenƟon, causality and change, 
embeddedness, and the nature of the system. The tool can be used collaboraƟvely with program or 
organizaƟon community members to assess intervenƟon complexity, help frame the evaluaƟon and learn 
about the intervenƟon operaƟng within its context.  
 

There are some overlaps between these four dimensions and the DECI emphasis on situaƟonal analysis 
and readiness assessments.  In the DECI context, the way complexity and systems thinking was addressed 
was through the situaƟonal analysis, the readiness assessment, and the process of evaluaƟon planning 
and communicaƟon strategy design (DECI, n.d).  Several of the case studies emphasize the diĸculty of 
adapƟng to organizaƟonal challenges including evolving strategies such as networking (CyberStewards), 
poliƟcal and pandemic turbulence (Derechos Digitales & ISIF-APNIC), and changes in insƟtuƟonal structure 
(CLD). These changing circumstances meant that the organizaƟons were operaƟng within complex 
environments and the evaluaƟon and communicaƟon plans had to adjust to such external factors.  In the 
subsequent subsecƟon, the examples refer to internal challenges, namely internal decisions driven by 
funding concerns (LIRNEasia), staī turnover, and changing mentee availabiliƟes and workloads.  Both the 
internal and external challenges required that the capacity development process become complexity-
responsive, and the same can be said about Ɵming and supporƟng project’s changing prioriƟes. 
 

External project and organizaƟonal complexiƟes 
Several Ɵmes, the DECI mentors and project mentees had to revise their plans to adapt to changing 
contexts. The changes required innovaƟon in how best to apply evaluaƟon and communicaƟon plans, and 
in the process adjusƟng the training provided to the mentees.  “AdapƟve management will be appropriate 
in circumstances of uncertainty and ongoing unpredictable change”. (Rogers & Macfarlan, 2020:3) 

 

When mentoring the CyberStewards Project, the project staī realized early on that they wanted to 
evaluate a network that was central to their strategy. The project was based in Toronto with research 
partners spread over three conƟnents, each facing unique circumstances and research experiences. As 
the mentors asked quesƟons to focus both the evaluaƟon and the communicaƟon strategy, it became 
clear that the network was sƟll in its infancy. There had simply not been enough interacƟons with the 
partners for them to discover shared goals and Įnd the opportunity to work together.  In this situaƟon, 
the mentoring process provided a space to pause and quesƟon basic assumpƟons that had not been 
addressed.  Among other outcomes, this reŇecƟon informed the design of the communicaƟon strategy 
with more emphasis placed on acƟons that would give substance and relevance to the network they 
sought to create among various research teams (Navas & Ramírez, 2016).  
 
Two DECI mentors visited SanƟago de Chile in October 2019 for the incepƟon visit before beginning their 
mentorship with Derechos Digitales (DD). While the visit was eīecƟve in creaƟng a relaƟonship and 
understanding the organizaƟon and its context, a week aŌer the trip, riots erupted leading to the closure 
of the DD oĸce. The DECI mentors were only able to reconnect with DD staī in January 2020, when they 
signed a new Memorandum of Understanding (MoU) commiƫng them to develop the evaluaƟon design 
by May of that year. However, soon aŌer, the COVID-19 pandemic broke out, causing further delays of the 
project once again. Later, the mentoring began to regain momentum, with the conĮrmaƟon of the 
evaluaƟon and communicaƟon contact persons. Despite conƟnued challenges, mentors and mentees 
adapted and progressed as eīecƟvely as possible.   The closure of the DD oĸce and the cancellaƟon of 
several projects could have easily led to the mentorship’s disconƟnuaƟon. However, both mentors and 
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mentees were able to conƟnue interacƟng, although these discussions were not as Ňuid as they would 
have liked.  In this context, Ňexibility and perseverance proved essenƟal. (Navas & Ramírez, 2022).   
 
Mentoring the CLD (Mexico) team faced similar challenges due to the disrupƟon caused by the departure 
of Centro Latam Digital as a project housed by a university. CIDE then established itself as an independent 
think tank. This transiƟon resulted in a signiĮcant loss of momentum in evaluaƟon and communicaƟon 
planning as the CLD team became more occupied with establishing a new organizaƟon without the 
administraƟve and structural support previously provided by the university. The DECI team became a 
sounding board as the CLD team set out to establish a new independent organizaƟon. “So, when we 
separated and became autonomous in 2018, I believe DECI was very helpful in creaƟng the organizaƟon in 
general.” (CLD Interview) 
 

These challenges for engagement were further compounded by the COVID-19 lockdown.  The DECI team 
had to remain paƟent, seizing moments when CLD staī could refocus on the mentorship. In response to 
these challenges, an unconvenƟonal approach was proposed; a temporary shiŌ of the DECI mentor roles 
from supporƟng CLD to tracking their transiƟon using a developmental evaluaƟon framework. (Ramírez & 
Navas, 2022) 
 
In the context of an ISIF-APNIC project in the PaciĮc, project staī intended to include a government 
representaƟve of the Cook Islands as one of the primary evaluaƟon users. The project was hoping to use 
the Įndings of the evaluaƟon to engage donors aƩending the organizaƟon's anniversary celebraƟons in 
early 2015. They held mulƟple meeƟngs with the Deputy Prime Minister's oĸce and Ministry of Culture 
representaƟves. However, elecƟon stalemates led to changes in ministerial posiƟons and loss of 
conƟnuity. These circumstances forced the project team to revise their evaluaƟon design with the support 
of the mentors (Zavery et al., 2016). 
 

Internal evaluaƟon and communicaƟon process complexiƟes 
During the Įrst LIRNEasia mentoring experience (DECI-1), once the project team was aware that they had 
the opportunity to take ownership over evaluaƟon, they iniƟally focused on exploring a number of 
evaluaƟon uses. They considered: assessing alignment with the mission statement, evaluaƟng LIRNEasia’s 
commitments, reĮning future project designs, strengthening brand-building strategies, and organizaƟonal 
adjustments to reduce employee turnover.  However, management was more interested in focusing the 
evaluaƟon on the CPRsouth conference, especially with a view to improve fundraising strategies (Kumar-
Range, 2011).   
 
Internal organizaƟonal and project dynamics played a signiĮcant role in shaping organizaƟonal learning, 
parƟcularly when the mentoring had to be delayed or extended 
due to unavoidable internal factors. A good example is the RIA 
(South Africa) team's experience with the U-FE process, which 
iniƟally seemed overwhelming due to its structured twelve-step 
approach for an organizaƟon that was constantly managing 
mulƟple urgencies and deadlines (RIA Interview, 2025). Geƫng 
the process started required Ɵme, and sustaining momentum 
demanded considerable eīort despite unavoidable 
interrupƟons. A key challenge was balancing staī engagement 
in UF-E and communicaƟon planning processes with their day-
to-day responsibiliƟes, tesƟng the Ňexibility of the approach 
given the limited Ɵme available.  MeeƟngs and milestones had 

“I think what really was introduced 
to me in reŇecƟon that was unique 
was how researchers have the actual 
power and can be held accountable, 
and can also be transparent through 
how they communicate, and that 
oŌenƟmes that communicaƟon is 
focused on a parƟcular outcome, 
which means that the work is policy 
orientated.” (RIA Interview) 
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to be adjusted to align with the availability of evaluaƟon and evaluaƟon mentees and users. The DECI 
team supported RIA in adopƟng new evaluaƟon roles and communicaƟon responsibiliƟes, with the staī 
having to compete with other exisƟng internal prioriƟes.  
 
A common disrupƟve project dynamic aīecƟng mentor-mentee arrangement was project personnel 
changes which oŌen led to interrupƟons, restarƟng with new mentees, or redesigning content based on 
new interests. In CLD (Mexico), the departure of the evaluaƟon mentee in late 2020 required the DECI 
mentors to onboard and train a new U-FE mentee; the same occurred with the subsequent departure of 
the communicaƟon mentee (Ramírez & Navas, 2022).  Staī turn-over was also challenge with RIA with 
much momentum lost (Quarry, 2022).  In mentoring CIPIT, the DECI mentors worked with visiƟng and 
recruited interns whose parƟcipaƟon was Ɵed to short academic programs and schedules. In addiƟon, the 
team’s interest shiŌed from evaluaƟng the program per se to exploring how best to use their research to 
inŇuence policy. This change temporarily shiŌed the focus away from U-FE, with greater aƩenƟon given 
to strengthening research communicaƟon capacity.   Despite this shiŌ, the project team remained 
commiƩed to addressing their U-FE interests, and decided to conƟnue with an evaluaƟon framework that 
had eīecƟve communicaƟon as one of its key uses (Nyangaga & Quarry, 2022).  
 
An important aspect of complexity learning was the Ňexibility required in DECI mentoring to adapt to what 
mentees found most valuable.  This Ňexibility allowed projects to work with case-speciĮc challenges. For 
example, the Derechos Digitales (Chile) project team was eager to learn about U-FE to apply it to three 
diīerent projects, though two were unrelated to IDRC’s Cyber Policy Centre (CPC) IniƟaƟve. While the 
DECI team emphasized the strategic importance of focusing on the CPC projects for IDRC’s programmaƟc 
evaluaƟon, they ulƟmately agreed to provide mentoring for the non-CPC projects as well.  The intent was 
to encourage organizaƟonal learning by applying the methodology to a wider number of iniƟaƟves.  
 

AdjusƟng to partners’ Ɵmeframes 
The DECI team encouraged projects to receive mentoring spread over a calendar that worked for them. 
Most notably, the DECI-2 project duraƟon was longer than that of the projects supported. This duraƟon 
allowed the DECI team the Ňexibility to wait for readiness if it was not there at the start of a project. This 
Ňexibility in Ɵming of support was unusual and was a contributor to the capacity development needs of 
the partner. 
 
The DECI-2 mentoring for ROER4D (Cape Town) started slowly due to the project’s iniƟal challenge of 
readiness: staī to work on evaluaƟon and communicaƟon had not been hired, and many project launching 
prioriƟes required aƩenƟon. The DECI team happened to have a second trip to Cape Town and was able 
to postpone the start of the mentoring unƟl a second visit when readiness was higher. Mentoring in 
communicaƟon started in mid-2014 with the evaluaƟon component catching up by the end of 2015. For 
the Įrst phase of the project, the focus of the communicaƟon strategy was to put the project on the map 
of the global open educaƟon community.    At an Open EducaƟon Conference in Banī, Alberta (April 2015), 
the DECI-2 mentors noted the project has achieved widespread recogniƟon, with grantees presenƟng 
research Įndings demonstraƟng they had addressed several of their original communicaƟon objecƟves. 
The project’s communicaƟon strategy began to shiŌ away from establishing the project per se, to ensuring 
the Įndings were disseminated to its key audiences. The group agreed that the ResCom and U-FE 
mentoring needed to be adapted to this milestone change, with a focus on knowledge translaƟon and 
disseminaƟon. The ROER4D case study underlines the importance of the capacity development 
responding to calendars and shiŌing prioriƟes as a project evolves (Dhewa et al., 2017).  
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In summary, complexity-responsive approaches and systems thinking have been described as methods 
designed to understand and navigate complex systems by recognizing interdependencies, emergent 
behaviours, and dynamic interacƟons within various contexts.  In the DECI context, the ways complexity 
and systems thinking were addressed was through the situaƟonal analysis, the readiness assessment, and 
the process of evaluaƟon planning and communicaƟon strategy design.  The examples illustrate how both 
the internal and external challenges require that the capacity development process becomes complexity-
responsive; the same can be said about Ɵming and supporƟng project’s changing prioriƟes, as illustrated 
in the ROER4D example.  This Ňexibility in Ɵming characterisƟc of DECI was a helpful contributor to the 
capacity development needs of the partner. 
 
 
1.4 EvaluaƟon policy, evaluaƟon & learning systems 

Cousins & Chouinard describe how evaluaƟon advances have supported policy reforms favouring the 
learning funcƟon of evaluaƟon. They also refer to evaluaƟon policies that encourage organizaƟonal 
capacity building that emphasizes learning. 
 

The DECI mentoring helped and supported project teams in developing or reĮning their evaluaƟon plans 
and communicaƟon strategies. During DECI-3 and 4, the focus was on inŇuencing internal procedures and 
strengthening organizaƟons. The following examples provide evidence of a contribuƟon to organizaƟonal 
systems and policies, such as establishing ways of thinking in evaluaƟon and research communicaƟon.  
 

Changes in procedures 
The DREAM-IT (Mongolia) project managers decided to use the U-FE checklist as a tool to analyse funding 
proposals. They assessed project innovaƟveness based on how the related issues were addressed.  
For CIPIT, the mentored staī strived to develop a Standard OperaƟng Procedure.   This process was 
based on their funcƟonal need to quickly produce required policy advisory outputs (Interview with CIPIT, 
2024). InsƟtuƟonalizaƟon therefore meant establishing a system where use of that knowledge or 
approach became part of the organizaƟon’s fabric sustained beyond the DECI mentoring, if staī turn-
over did not limit its use (Nyangaga & Quarry, 2022). 

 

Changes or updaƟng of organizaƟonal strategies 
The LIRNEasia evaluaƟon mentee reached out to DECI in November 2022 to consult on the design of U-
FE for a Ford FoundaƟon project, and again in 2023 to consult on a bid for an impact evaluaƟon.  Both 
instances demonstrated that the organizaƟon had adopted U-FE as part of its evaluaƟon strategy.   
• The communicaƟon mentee at Derechos Digitales (Chile) produced a CommunicaƟon Strategy 

document in January 2020 for the whole of DD that had broad themes covering acƟviƟes and 
products, target audiences, and objecƟves. In March 2020, he began working on a new format that 
focused on DD’s ArƟĮcial Intelligence (AI) project (Navas & Ramírez, 2022).   

• The communicaƟon mentee at CLD developed a CommunicaƟon Strategy for the program’s Phase 2. 
It included added aƩenƟon to internal communicaƟon, especially among research partners with plans 

“So, what we did in terms of evaluaƟon was to help us holisƟcally look at the organizaƟon in terms of, 
what does CIPIT actually do? What does it want? What space does it occupy in the tech space? And in 
sort of idenƟfying that it helps us build out or bring out what our objecƟves are, generally as an 
organizaƟon, not just within the parƟcular period within the parƟcular year, but holisƟcally in such a 
way that it is something that we can always refer to and go back to when we want to Įnd a grounding 
of what CIPIT actually does as a research insƟtute.” (CIPIT Interview) 
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to bring them closer and create a community of pracƟce. During 2024, the DECI mentors were in 
touch with the latest communicaƟon oĸcer who has updated the organizaƟon-wide communicaƟon 
strategy. 

• Also with CLD, UFE was perceived as relevant as follows: “I would say that one of the biggest inŇuences 
was idenƟfying to evaluate impact, yes, and that was from the very beginning, and it keeps on being 
useful today, because, as you know, it's very diĸcult to pinpoint when you have impact and incidence.” 
(CLD Interview) 

• As menƟoned already, Privacy InternaƟonal embedded communicaƟon within its overall strategic 
direcƟon as it grew in staī size but without expanding the communicaƟons team.  
 

OrganizaƟonal policies and products 
• The evaluation mentee at Derechos Digitales developed an internal project entitled Internal Project 

to Develop Evaluation Capacities that culminated in a new position in Evaluation & Methodology 

just before the evaluation mentee left the organization (Navas & Ramírez, 2022). 

• The ROER4D project produced a set of 

toolkits including guidelines on 

communication strategy and evaluation 

design. This step was not a requirement of 

DECI, but it constitutes evidence of 

potential significant organizational 

learning.  

• The IDRC’s Policy and Evaluation unit 

requests for proposals now use U-FE 

concepts; UFE was included the RFP for an 

externally commissioned evaluation of 

DECI-2 (Hearn & Batchelor, 2017).   
• According to Laurent Elder, the IDRC’s then 

LIRNEasia Program Oĸcer, “When partners 
are good at evaluaƟon, they are not afraid 
of it and this is useful when IDRC does its own larger evaluaƟons that involves them; U-FE is perfect 
for building that capacity in organizaƟons” (Kumar-Range, 2011: 12) 

 

The examples above show a gradient of outcomes of organizaƟonal learning in evaluaƟon and 
communicaƟon ranging from changes in procedures, strategies, policies and products. Not all these 
changes, however, are sustainable; especially when the staī members who became champions leave the 
organizaƟon – staī churn is an important conƟnuing challenge. However, even here, the evaluaƟon 
framework was seen to have an advantage:  “…for example, I was to leave because I was the Įrst one who 
was here, somebody else will come back and look at the monitoring and valuaƟon framework, or look at 
the U-FE framework, will sƟll look at it and be like they can be able to apply this just based on how it is 
structured, and not much will change from it, unless they themselves would preƩy much want to either 
add or change certain elements of it.” (CIPIT Interview) 
 
1.5 Learning from communiƟes of pracƟce 

CommuniƟes of PracƟce (CoPs) are groups of individuals who share a common interest or profession and 
engage collaboraƟvely to deepen their knowledge and experƟse in a parƟcular area. These communiƟes 
play a pivotal role in facilitaƟng learning through social interacƟon, knowledge sharing, and collecƟve 
problem-solving.  Cousins & Chouinard postulate that a community of pracƟce is part of an organizaƟonal 
learning system. A professional community of pracƟce consists of members within a niche industry who 
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want to support and learn from each other. The members typically have diīerent levels of experƟse and 
oŌen work within diīerent organizaƟons.  
 

A major advantage of DECI has been its long duraƟon. RelaƟonships were built with some partners 
spanning 15 years.  During DECI-3 and 4, the partners were Įve Cyber Policy Centres funded by IDRC that 
have already been menƟoned in this report:  Research ICT Africa (RIA) in South Africa, the Centre for 
Intellectual Property and InformaƟon Technology Law (CIPIT (Kenya), Derechos Digitales (DD) in Chile, 
Centro Latam Digital (CLD) in Mexico, and LIRNEasia in Sri Lanka.  The DECI team was able to noƟce shared 
interests among the partners and created opportuniƟes for them to interact, especially by sharing lessons 
and documents – an example of south-south learning collaboraƟon. Some examples are:  
 

• The CLD (Mexico) team spent some Ɵme exploring ways to frame its research prioriƟes and connect 
with relevant researchers in the region. In November 2018, the DECI mentor linked them with the 
principal invesƟgator of ROER4D (Cape Town) to share her experience with launching and coordinaƟng 
ROER4D.  

 

• A similar experience took place when the DECI team connected the PI from ROER4D with the 
DisinformaƟon Project in the Global South (Stellenbosch, South Africa) supported by DECI-AM. The 
two PIs were able to connect and learn from their experiences in managing networks of researchers 
spread over several conƟnents.  

 

• In August 2020, the communicaƟon mentee at CLD (Mexico) produced a ResCom table that listed 
planned communicaƟon acƟviƟes, purposes, audiences, outcomes, media and annotaƟons for one 
research theme. She planned to prepare similar templates for the other Įve themes of CLD’s research 
program, and the DECI mentor asked permission to share the table with her peer at LIRNEasia.    

 

• ADC (ArgenƟna) contacted DECI-2 following advice from the CyberStewards research network that had 
received DECI-2 mentoring at the hub level. The network had found working with DECI-2 in evaluaƟon 
and communicaƟon with DECI-2 mentorship had responded to their needs, and as a result this 
network member requested and received mentoring. 

 

• When mentoring RIA (South Africa), the DECI team sent the communicaƟon mentee a communicaƟon 
matrix by sending her the communicaƟon strategy prepared by Derechos Digitales (Chile). The DD 
strategy oīered an excellent example of a comprehensive communicaƟon strategy with a gradient of 
outcomes derived from Outcome Mapping that made it possible to measure change. It was hoped 
that seeing this strategy might trigger the mentee’s interest in preparing a similar document. This idea 
paid oī. The communicaƟon oĸcer did an excellent job of producing a communicaƟon template (like 
that of DD, but diīerent enough to bear her own stamp).  

 

• During the end-of-project gathering for DECI-2 held in South Africa (May 2016), several project 
partners were able to parƟcipate in the face-to-face event (see agenda in the text box) – at the Ɵme.  

 



 24 

While DECI did not start oī with the goal of establishing a CoP, an objecƟve of DECI-1 was to create 
regional capacity in U-FE (at the Ɵme only in Asia).  While subsequent DECI projects did not share this 
objecƟve, the formaƟon of the DECI team provided the foundaƟon for an arrangement that is very similar 
to a CoP as it is made up of independent consultants in evaluaƟon and communicaƟon.   There are many 
instances where members of the DECI team have come together to implement evaluaƟons using the DECI 
experience with non-IDRC clients. These examples are evidence that a capacity development project 
created a community of pracƟce which took its experiences to support a wider set of organizaƟons and 
contexts (Annex 4 provides a summary).  

 
In summary, a major advantage for DECI has been its long duraƟon. RelaƟonships were built with some 
partners spanning 15 years and more.  This longevity gave the DECI team a big picture view and mentors 
were able to share lessons across projects that shared similar needs and learning objecƟves. It was an 
eīecƟve way to enable peer-to-peer learning.  
  

Purposes of the workshop 

a. Capacity Development - mentors: Capturing process and impact and consolidaƟng learning among the regional 
mentors especially as they have contributed an array of experiences but lack a shared sense of the Team’s 
accomplishments. (Note: the DECI-2 Team has never met face-to-face). 

 

b. Capacity Development – insƟtuƟons/networks: Examining the processes at the naƟonal and/or regional levels, as 
well as within networks and projects which have been documented in case studies, arƟcles, presentaƟons, etc. in 
order to synthesize those experiences.   

 

c. InnovaƟon in knowledge sharing: to share the draŌ e-Primer & VeriCom(*) frameworks, case studies and our 
outcomes internally and with a selecƟon of partners (ROER4D, OCSNet) who have tested the combined approach. 

 

d. Strategic disseminaƟon planning: for pracƟƟoners: facilitaƟng the use of the VeriCom approach (e.g. on-line on-
request mentoring of the e-Primer); for researchers and policymakers: review of conference presentaƟons and 
papers delivered and planned at regional events.  

 

(*) ‘VeriCom’ was a tentaƟve term for the DECI hybrid that was later discarded in favour of ResCom. 
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FACTORS THAT SUPPORTED DECI AS A CONTRIBUTOR TO ORGANIZATIONAL 
LEARNING 
 

2.1 DECI’s integraƟon of evaluaƟon and communicaƟon 

As indicated earlier, the conceptual framework underlying this inquiry combines the concepts in the 
Cousins and Chouinard’s paper that focuses on evaluaƟon, with DECI’s hybrid approach. The hallmark of 
the DECI hybrid approach is the integrated applicaƟon of both evaluaƟon and communicaƟon processes, 
speciĮcally U-FE and Research CommunicaƟon, that was delivered through just-in-Ɵme mentoring.  The 
hybrid approach is essenƟally a structured decision-making process to help partners take ownership of 
their evaluaƟon plans and communicaƟon strategies. The ulƟmate goal is to improve the linkages between 
research and policy outcomes. It is through the experienƟal DECI learning process that organizaƟons 
acquired evaluaƟve and communicaƟon thinking. Although the mentoring experience with the xLOBs 
project during DECI-AM (hosted by Birzeit University, PalesƟne) was short, the at BZU team menƟoned 
that this was “their project” and they owned it and felt commiƩed to wriƟng the ResCom plan for it. This 
process helped them conĮrm their level of ownership over the project.   
 

The structured steps in the hybrid approach allowed the mentors to query partners in order to clarify 
expected goals, the mechanisms to achieve them, the partners to engage with, also the details of how to 
communicate with each and for what purpose (Ramírez & Brodhead, 2017).  Figure 2 summarizes the main 
elements of the hybrid approach.  
 

 
 

The value of the integraƟon of U-FE and ResCom processes was witnessed by the communicaƟon mentee 
in LIRNEAsia as follows: “I plan to explain how creaƟng a hierarchy of outcomes allows us to FOCUS comms 
evaluaƟon and really come up with measurables. I'm really excited at the opportunity this opens for us to 
(even parƟally) address a perpetual problem - policy impact is nearly impossible to predict and measure. 
To me, being able to create this hierarchy really adds value.” (DECI, 2013: 2) 
 
A major Įnding of the external evaluaƟon of DECI-2 was that the mentoring process had the added value 
of creaƟng a space for projects to pause and reŇect (Hearn & Batchelor, 2017).    When aƩempƟng to 
evaluate work that is dynamic and changing, DECI oŌen opened the door for internal discussions within a 
project team that revealed diīerent assumpƟons or interpretaƟons about the project and its strategy.  In 
the text box below, there is a statement from the implementers of the ICT project in schools in Colombia 
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(EAFIT). It suggests that the integraƟon of U-FE and ResCom resulted in a process akin to Developmental 
EvaluaƟon. 
 

 

 

 

 

 

 

 

 

 

 

 

There are several cases where the hybrid process led to early realizaƟons about gaps in the design of an 
acƟvity. One example was the mentoring for the CONDATOS conference. “As the evaluator guided the 

primary users into the formulation of the key evaluation questions (KEQ), it was necessary to revisit the 

objectives of the conference to make sure that the KEQs would be relevant. To most people’s surprise, 
CONDATOS did not have any written objectives, so the U-FE process encouraged the primary users to write 

down whatever they understood the objectives of the conference to be. To the advantage of the group, 

most of the primary users had played a key role in launching the conference, so they had a clear idea about 

its original purpose. …The discovery that explicit objectives were lacking shows the emerging nature of 

the Conference, but also the need to formalize some of its basic elements, so this clarification became an 

early contribution of the UF-E process.” (Navas, 2016: 6) 

In summary, the DECI approach embodied a collaboraƟve approach to capacity development in evaluaƟon 
and communicaƟon. Its organizaƟonal learning outcomes included changes in pracƟces, in strategies, and 
in policies.  These changes led to improvements in how projects bridged the research to policy gap, and 
especially when there was staī conƟnuity, the process led to organizaƟonal learning.  
 

 

2.2 DECI as a research project 

In addiƟon to being a capacity development instrument, the DECI project also included a research 
objecƟve.  The following is a summary of the wording of this component during each phase: 
 
• DECI-1: To develop an approach to M&E capacity development with possible uses in other regions or 

themaƟc areas.  
• DECI-2: To develop an approach to integrate U-FE and ComDev/ResCom mentoring (that included 

producing: methods and media summarizing the DECI-2 project methods, findings and training 

approach for select audience groups including practitioners, researchers and policy makers).  

• DECI-3: To learn from the acƟon-research experiences and share understanding of the theoreƟcal 
and pracƟcal dimensions of improving the eīecƟveness of research to policy iniƟaƟves. 

• DECI-4: To evaluate the CPC program as an approach and a research capacity building modality to 
help IDRC understand the value of the pilot program. 

• DECI-AM: To document and analyze the mechanisms by which project partners improve their 
adapƟve management processes through mentoring in evaluaƟon and communicaƟon.  

 

“Adopting U-FE into our evaluation system to assess the use of ICTs in schools has led us to understand 

the importance of better communicating findings in order to maximize their use and support decision-

making. This has encouraged us to find more efficient ways and media for presenting results to 

different audiences. As a result, our evaluation team has explored different data visualization tools. 

Prior to the DECI-2 mentorship, our system delivered monitoring-related information on a monthly 

basis because it took us a long time to put the data on paper, analyse it and share it through reports. 

Based on our U-FE experience, we now collect and share data in real time by using visualization tools 

such as Powerbi. This has made our communication processes more effective and efficient. Therefore, 

I can say that on-going communication with intended users is a new practice that has emerged from 

EAFIT’s exposure to U-FE.” (Navas, 2018: 13) 
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This evolving research agenda opened the door to learning-by-doing, to exploring how best to provide 
capacity building in evaluaƟon and communicaƟon.  This process enabled the DECI Team/mentors to 
‘acƟon-learn’ with partners, turning each mentoring partnership into a living lab for adaptaƟon of 
mentoring pracƟces. It is noteworthy that during DECI-1, IDRC used the project as an experiment, where 
the funder gave up control over the design of 5 end of project evaluaƟons.  In DECI’s Įrst U-FE Primer, 
several IDRC oĸcers wrote a short chapter enƟtled “What BeneĮts Does U-FE Bring to Commissioners of 
EvaluaƟon?” (pp. 81-82). It is recommended reading for donors and grantees alike.  It summarizes the 
gains and the challenges faced by a funder of projects.   
 

DECI’s status as a research project meant that the team was fully aware of the kind of IDRC contractual 
and reporƟng obligaƟons that the partner research projects were facing. The required interim technical 
and Įnancial reports were not only familiar, but the DECI team was aware of IDRC’s evaluaƟon 
requirements. This understanding enabled DECI to focus on the learning aspect of evaluaƟon as a balance 
to the accountability requirements that were in place. This Ňexibility is an example of the balance that 
Cousins and Chouinard advocate for in evaluaƟon.   
 

As a research project, the DECI research outputs were case studies summarizing each mentoring 
experience. These case studies are examples of Step-12 of U-FE, meta-evaluaƟon. The case studies were 
wriƩen by the DECI mentors and then shared for validaƟon with the partners. This process of validaƟon 
became an opportunity for the partners to reŇect on the process, and more than once, the feedback 
included lessons and outcomes that were otherwise unknown to the mentors and mentees   
 

An addiƟonal key aspect of DECI was that it did not represent the funder. At each introductory session 
with a potenƟal project partner, the DECI team emphasized that DECI was not a backdoor conduit for 
feedback to the funder. This independence from the funder, plus the fact that the mentoring was 
recommended but not required, helped build a signiĮcant level of trust with the projects. A further take-
way from this experience is that DECI mentor’s dual role of trainer and reŇecƟve learner is a model worth 
replicaƟng, especially for organizaƟons seeking to try out new experimental ideas. 
 

As menƟoned earlier, in the big picture, the DECI experiment led IDRC to further integrate U-FE into its 
own policies. During 2024, IDRC and DECI held a few sessions to Įnd ways for the hybrid approach to also 
contribute to its developing Knowledge TranslaƟon Strategy; although the impact so far appears limited. 
 
 

2.3 Establishing and maintaining readiness 

Cousins and Chouinard wrote that eīecƟve OL requires senior management buy-in to support the process. 
This buy-in includes a commitment by parent organizaƟons and funders to invest both human and Įnancial 
resources. Furthermore, it means that management needs to be commiƩed to parƟcipate in designing 
and using evaluaƟons, as well developing communicaƟon strategies and associated materials (Zaveri et 
al., 2016).  
 

In the context of DECI, the availability of these resource requirements and commitments, are part of what 
is established during readiness. EvaluaƟon and communicaƟon may not be priority issues for senior 
decision makers, but the U-FE and ResCom processes are successful only if the organizaƟon commits not 
only to learning, but also to systemaƟcally following the decision-making framework outlined in both U-
FE and ResCom.  The DECI team Įrst came across the noƟon of readiness as the Įrst two steps of U-FE 
(PaƩon, 2008).   

https://evaluationandcommunicationinpractice.net/wp-content/uploads/2017/08/Ramirez-Brodhead_UFEPrimerEn_2013.pdf?189db0&189db0%20
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• “Assessing and building program and organizational readiness for utilization-focused evaluation” 
involves determining whether the organization has the necessary commitment, resources, and 

culture to support an evaluation aimed at practical use. Without organizational readiness, the 

evaluation may face obstacles that hinder its effectiveness and utility. Building this readiness includes 

fostering an environment where stakeholders are engaged and supportive of the evaluation process.  

 

• “Assessing and enhancing evaluator competence to undertake a utilization-focused evaluation” refers 
to the evaluator’s preparedness. Patton underlines that evaluators should ideally possess the 

appropriate skills, knowledge, and disposition to conduct a U-FE. This knowledge includes 

understanding the specific context of the program, effectively engaging stakeholders, and being 

adaptable to the dynamic nature of utilization-focused evaluations.   

 

 

A lesson from DECI is that some of the best evaluators are characteristically humble, have excellent 

facilitation and communication skills, and are willing and able to learn new approaches that contrast with 

conventional roles that they may have experienced in their careers. Through trial and error, and guided 

by a checklist developed by Michael Quinn Patton, the DECI mentors learned that it was criƟcal to establish 
project and organizaƟonal readiness prior to mentoring the applicaƟon of U-FE, and later also in 
communicaƟon (Ramírez et al. 2018).  
 

StarƟng with DECI-2, the noƟon of communicaƟon readiness was added. The team also learned that 
readiness is rarely fully present, and that with suĸcient Ɵme, the team can help nourish the partners’ 
readiness. Readiness someƟmes took Ɵme and once achieved, it required conƟnuous nurturing (Dhewa 
et al. 2017).  As menƟoned earlier, having the Ɵme to await readiness was a deĮniƟve advantage for the 
DECI mentors.  
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The DECI team someƟmes encountered 
high levels of readiness early on. The EAFIT 
(Colombia)’s research unit was highly 
recepƟve to the U-FE approach and the 
project managers were very engaged and 
supporƟve from the beginning. They were 
the ones who approached the DECI- 
mentors because they were interested in 
“test driving” U-FE. In their case, their 
readiness was illustrated by the extent to 
which their research unit (the mentee unit) 
was willing to share the evaluaƟon agenda 
with other stakeholders (Navas, 2018).  
 

Figure 3 shows the readiness self-
assessment form that potenƟal DECI 
partners were asked to Įll in; it became the 
basis for a discussion and for a 
Memorandum of Understanding. 
 
Having been through the U-FE process in 
DECI-1, the ISIF-APNIC grant manager 
became a champion for U-FE (and the 
added component of ResCom) and at the 
start of DECI-2, she played an important 
role in promoƟng the value of the 
mentoring with other potenƟal grantees 
(Zaveri et al., 2016).  
 
In the case of DREAM-IT (Mongolia), iniƟally there were no funds available (for U-FE learning). It took 
several months for various procedures to be completed before the U-FE evaluator (U-FE Step 2) was 
appointed in July 2011. 
 
When mentoring the CyberStewards Project, the usefulness of the U-FE & communicaƟon mentorship was 
evidenced by the result of the combinaƟon of at least the following three elements: the pracƟcal 
knowledge of the mentors; the background and interest of the person receiving the mentorship; and the 
organizaƟon’s buy-in to try U-FE and ResCom. The mentors did their best to make the hybrid approach less 
overwhelming by presenƟng it as a collaboraƟve learning iniƟaƟve.  This approach reduced resistance from 
parƟcipants and helped build support from many of the people who were involved in the process.  
 

This instance is an example of nourishing readiness once the process was underway and the mentees were 
feeling overwhelmed.  It became evident in the APNIC project that the early buy-in of senior management 
was extremely helpful at the outset and the consultaƟve process used (the UFE framework/checklist) 
became a reality check. It did result in changes to the project approach and funding – and contrasted what 
the funder thought was needed versus what the community really needed (Zaveri, 2011).  
 

In summary, in several cases early readiness was reported to be high, only to wane soon aŌer.  Readiness 
was eroded by mentees’ busy workloads or -worse- by the departure of staī from the organizaƟon. A high 
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rate of project staī turnover took place on mulƟple occasions. In other projects, the partners could not 
conƟnue to receive mentoring due loss of funding, internal organizaƟonal crises, or being aīected by war.  
In one instance, during implementaƟon a partner obtained addiƟonal funding from a new donor that 
imposed a top-down accountability requirement that led to a total loss of readiness and the end of the 
DECI mentoring. However, as menƟoned earlier, the preparaƟon of the case studies oŌen led to the 
partners indicaƟng gains that had been witnessed, even when a mentoring process had been interrupted.   
In the case of ROER4D, an unexpected boost to readiness was the internal, Ňat organizaƟonal structure. 
Both the communicaƟon advisor and the evaluaƟon mentee were researchers in their own right and were 
regarded as professionals by their management team. The DECI team witnessed their commitment to 
sharing within the team that was a contribuƟng factor to their learning and ability to adapt to change.  
 

 

2.4 Just-in Ɵme mentoring: Ňexible and Ɵmely adaptaƟon of U-FE and ResCom 

Central to DECI’s just-in-Ɵme mentoring approach was the noƟon of tailoring the support to each partner’s 
unique circumstances and Ɵming. The situaƟonal analysis and readiness assessments provided the 
foundaƟon of the Ɵming. This Ňexible teaching and learning approach helped provide a Ňexibility that 
standardized workshop formats cannot match. DECI mentors oŌen commented on how each mentoring 
experience was unique, which speaks to the need for Ňexibility, and this was especially the case when the 
mentoring needed to adjust to changing circumstances in the life of the partners’ project and 
organizaƟonal seƫngs.  Explaining both U-FE and ResCom clearly from the start, with an aƩempt at 
minimizing jargon, and introducing each step when the Ɵme is right was welcomed.  The case studies and 
interviews provided evidence of the appreciaƟon of the overall DECI approach. 
 
When mentoring RIA (South Africa), there was staī turnover and the new CommunicaƟon Manager came 
with a great deal of communicaƟon competency and ‘know-how’ to fulĮl the role. The same was the case 
with CLD in Mexico and ROER4D in South Africa. In these cases, the mentors found ways to adjust the 
approach, by Įne tuning the ResCom steps so that they would become a relevant addiƟon or complement 
to the communicaƟon mentees experience and approach.  For example, introducing audience research as 
a planning step in communicaƟon was a contribuƟon that helped the managers adapt their 
communicaƟon strategies.  
 
When mentoring EAFIT (Colombia), evaluaƟon eīorts had been going on for a signiĮcant amount of Ɵme, 
so what made most sense was to focus on the steps that seemed most relevant to add value to EAFIT’s 
evaluaƟon team. It meant adjusƟng the process and not necessarily trying to cover all the U-FE steps 
(Navas, 2018).  
 
In DECI, U-FE and ResCom work was an integrated approach. However, when mentoring the CiƟzen Lab 
(and in other cases), the team was Ňexible enough to accept that U-FE and ResCom processes could work 
at diīerent paces and that it was acceptable to have diīerent readiness levels for each to move forward. 
An alternaƟve aƫtude could have been to demand the same readiness level for U-FE and ResCom to move 
through the steps at a similar pace, but this stance would have hindered the U-FE process as valuable 
windows of opportuniƟes would have been lost. 
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In Derechos Digitales (Chile)’s case, the project staī were keen to learn about U-FE and wanted to work 
on three diīerent projects, two of which were not related to IDRC’s CPC iniƟaƟve. Although the DECI 
mentors reminded them of the IDRC programmaƟc evaluaƟon and the strategic importance of selecƟng a 
project within the CPC mandate, they agreed to also support the DD staī on the non-CPC projects. This 
move was consistent with the DECI-3 and 4 mandate to create insƟtuƟonal capacity that would last beyond 
the IDRC funding.  
 
An Important aspect of Ňexibility inŇuenced the pace of 
implementaƟon and Ɵme adjustment.  One ISIF-APNIC trip 
report described how the just-in-Ɵme mentoring that was 
based upon their need which led to pacing its applicaƟon so 
that that partner organizaƟons could beƩer embed the 
approach through experienƟal learning (Ramelan & Zaveri, 
2015).  
 
For CIPIT (Kenya), the integraƟon of U-FE and ResCom took Ɵme 
as the team needed to understand the DECI approach in their 
own project and organizaƟonal context. The mentors helped 
this process to unfold at its own pace.  This Ňexibility enabled 
the partner to adapt U-FE uses and communicaƟon purposes 
into a single (merged) evaluaƟon and assessment framework, 
and to integrate it into their own ways of collecƟng and using 
data, as opposed to invenƟng new procedures. 
 

In summary, Ňexibility possible within the just-in-Ɵme mentoring process has several dimensions: 
adjusƟng to project schedules and staī availability, supporƟng new staī aŌer mentees depart the 
organizaƟon, adjusƟng language and minimizing jargon, Įnding ways to make the approach meaningful in 
the context of exisƟng organizaƟonal prioriƟes and procedures, and allowing communicaƟon or evaluaƟon 
to take the lead and then awaiƟng opportuniƟes for their integraƟon. In addiƟon, mentoring has been 
documented as an eīecƟve way to create relaƟonships that enhance evaluaƟon competence (Goodyear 
et al., 2024; Jones, 2014). From a capacity development perspecƟve, this Ňexibility is central to the 
approach developed by DECI and is described in its third Primer: Capacity development in evaluaƟon and 
communicaƟon: Prompts for pracƟƟoners (Ramírez et al., 2022).   
 

2.5 Use of evaluaƟon and communicaƟon processes and results 

Cousins and Chouinard describe how learning outcomes emerge from the use of evaluaƟon processes and 
Įndings. In the context of DECI, there are two types of examples: the Įve case studies from DECI-1 where 
the partners took ownership of their evaluaƟons, where summaƟve evaluaƟon reports were completed, 
and when the funder used its Įndings to conĮrm the value of U-FE, and the lessons learned by the project. 

DECI came to us at the perfect Ɵme 
for engaging and organizaƟon at this 
Ɵme in our development. We were 
struggling but at the same Ɵme the 
DECI framework was very permissive 
– they allowed us to do things our 
own way! … When we got funding 
from SIDA we were made to look 
more at ‘results.’  They went hard on 
making us focus on RBM.  This made 
us think back to how DECI had 
allowed us to do things our own way 
and this was CORE to our own way 
of thinking – can we achieve the kind 
of change we want to see in this 
world and do things our way? (PI 
Interview) 
 

I would say, in the recent past I had to work on a certain number of proposals which had [an] 
evaluaƟon component. So wherever required, I could go back to my learnings from the DECI team. 
And also I could use certain… templates, that I used to use at the training... even when we were 
coming to.. research design, I think the idenƟĮcaƟon of audiences and all those things that actually 
helped us on designing the research because we were told to, think of the end of the project as 
well… how we are trying to have the impact on based on the research Įndings and all those things. 
So in the early stages of the research design… we could think of relevant audiences, stakeholders, 
boundary partners, all those things that we could work on. (LIRNEasia interview) 
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In one of those instances, the DECI team was able work again with a partner during subsequent phases of 
DECI and built on that foundaƟon (LIRNEAsia). The second type of example were those where a 
Developmental EvaluaƟon process took place, where Įndings were put to work as part of an ongoing 
process of adapƟve management. In other words, there was uƟlizaƟon of evidence before there was a 
Įnal evaluaƟon report. In some cases, the early use of the Įndings led to changes in project strategies 
during the project implementaƟon.  
 

The case of DREAM-IT (Mongolia) includes both types of examples: not only was there a Įnal report 
produced, but there were also developmental outcomes that emerged during the mentoring.  One of U-
FE uses here focused on analyzing the eīecƟveness of sub-project management styles. During the project 
site visit, during a day of discussions with a project Board member, the project manager and the U-FE 
evaluator, it was apparent that there was liƩle diīerence in the management of all four of its projects. Yet 
the sub---project performances had been dramaƟcally diīerent. A deeper analysis indicated that there 
were fundamental diīerences amongst the projects. Those that 
had not performed so well were innovaƟve on many fronts such 
as by their use of technology; the nature of their mulƟ---sector 
partnerships; and their objecƟves. The discussions helped the 
board members realize that they would need diīerent styles of 
management depending on the amount and type of innovaƟon 
taking place within a project. This analysis was a breakthrough 
for the DREAM-IT PIUs. It led to an unintended but vital new use 
for the Įndings. The use of the U-FE checklist to review 
proposals for projects, was an addiƟonal example of an 
unexpected outcome from the mentoring process (Zaveri, 
2011).  
 

In the APNIC project, it was stated that doing an external evaluaƟon without taking into consideraƟon 
who is going to use it and for what and – if it was going to be used for decision making and change – was 
seen as unproducƟve. (APNIC Interview). With ROER4D (Cape Town), their combined evaluaƟon and 
communicaƟon plans made possible regular updates, an ongoing process of adaptaƟon, and their growth.  
This experience contributed to a new internal way of thinking about evaluaƟon and communicaƟon.  This 
project was one of the ones with the most evidence with examples of organizaƟonal learning exempliĮed 
by the creaƟon of the toolkit that was prepared without any DECI direct support. (Dhewa et al, 2017).  
 

A reŇecƟon by a former member of RIA emphasizes how the process led to internal reŇecƟons:  “This 
engagement with DECI made us realize the importance of evaluaƟon and communicaƟon – what we found 
very good was the scale of the focus on these two issues – we realized that evaluaƟon and communicaƟon 
was never an aŌerthought, but part of the thinking required right at the beginning of the project. What I 
think this focus did for us was make us take the idea of readiness around evaluaƟon and communicaƟon – 
we gave it aƩenƟon – it made us think – it was a form of ‘intenƟonality.’ The process was not arduous – it 
was something for which I had to take agency – it was a new way of thinking – we had to engage in learning 
and make sense of it.”  (RIA Interview) 
 

With several of the ISIF-APNIC projects in Asia, the mentor and the project leaders became aware of 
project strategies and challenges that had not been idenƟĮed during U-FE’s early stages. This example 
underlines once more the Įndings of the external evaluaƟon of DECI-2 which noted the value of creaƟng 
a space for pause and reŇecƟon. Perhaps, this Įnding might be the most important take away in terms of 
the DECI capacity development approach.  

“I am not going to lie… the 
process was Ɵme consuming.  But 
the part that helped was how 
everything seemed to link to the 
Theory of Change (TOC) – it 
forced us to think about projects 
in a diīerent way and it was 
almost like evaluaƟng what we 
were doing from the very 
beginning.” (RIA Interview) 
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The above points at two key examples of the use of evaluaƟon Įndings: the lessons from taking ownership 
and compleƟng an evaluaƟon, as well as developmental evaluaƟon procedures where evidence was used 
on a regular basis to inform project adaptaƟons.  
 

2.6 Unexpected outcomes 

 

In UFE, there is much aƩenƟon early on to situaƟonal analysis (step 4). However, several of the case studies 
indicate the importance of leƫng context drive the work throughout the mentoring process. The Nazdeek 
and Pajhra example is a case in point, where the gender dimension of the project became a strategic 
turning point. It may not have happened had the DECI mentor (Dr. Sonal Zaveri) who visited happened to 
be an evaluaƟon and gender specialist; and yet it was the context that drove this emphasis on gender.  Dr. 
Zaveri went on to produce materials on UFE as gender transformaƟve evaluaƟon (see Annex 5). As a 
founder of the Gender and Equity Network South Asia (GENSA), Dr. Zaveri has pioneered the Masterclass 
on Feminist EvaluaƟon and engendering various evaluaƟon approaches (including UFE). 
 

A second unexpected outcome has been the community of pracƟce that has emerged among the DECI 
team members. Not only has the team stayed together for close to 15 years, but they have also 
collaborated on mulƟple other evaluaƟon and communicaƟon assignments (Annex 4). While DECI-1 had 
the explicit objecƟve of creaƟng a regional UFE capacity among evaluators in Asia, the other phases did 
not include this objecƟve. And yet, DECI as a learning lab created enough interest and commitment for 
the team to remain connected, even though work-wise the last phase (DECI-AM) only provided limited 
paid Ɵme for a fracƟon of the team.   
 

As a decision-making approach, UFE lent itself to a disciplinary expansion to include research 
communicaƟon – the hybrid approach- and later integraƟng Theory of Change, gender, and adapƟve 
management.  
 

From a methodology perspecƟve, the DECI team concluded that the learning led to the following nuggets: 

“The UFE mentor assisted both Nazdeek and Pajhra to review their theory of change and in the 

discussions about KEQ, Users and Uses – a program audit happened quite naturally. This was 

immensely useful to the team. On return, this is what the mentee emailed: It was great to meet you 

and get so much work done in such a short time. Although it was all completely new to us, we are now 

in the right place to get the UFE moving. (August 8, 2014)  

The result of the situational analysis also shed light on an opportunity for a communication 

intervention. Having known that Nazdeek was on collision course with the government, DECI-2 team 

strongly suggested Nazdeek and Pajhra to focus their project communication on building a good 

communication with the government in order to get their attention on the urgent need to stop 

violations of health right of women labours at tea garden. The underlying assumption was while a 

government might be part of the problem, but they are also part of the solution, and that change – in 

this case is support from the government, will be less likely to occur if organizations had an open and 

strong confrontational political stand.”   (Zaveri et al, 2016: 18) 

https://gensanetwork.org/
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• UFE as an approach: the added noƟon of a ‘step zero’ 
(the review of all the condiƟons needed before 
launching the mentoring); the inclusion of gender 
(see the Nazdeek case study in Zaveri et al., 2016); 
and highlighƟng the causal loops in the UFE diagram 
(Ramírez & Brodhead, 2013). 

 

• The hybrid approach that brings together UFE with 
Research CommunicaƟon.  

 

• A process which integrates the theory of change - the 
why and the how.  

 

• Renewed aƩenƟon to the noƟons of readiness  
 

• Developing evaluaƟve thinking in the process as a 
capacity development outcome 

 

• The reŇecƟon space among the mentors that helped 
to surface these changes; thanks to the DECI project’s 
research agenda.  
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Conclusion and RecommendaƟons 
 

It is challenging to summarize the important Įndings of dozens of project intervenƟons over a ĮŌeen-year 
period. It is near impossible to rank them in any sort of order. However, what is clear is that they are 
relevant to a range of diīerent audiences – project designers and managers, project leads, funders, 
evaluators and communicators, as well as community parƟcipants/partners. At its heart, the DECI process 
and its adaptaƟons are parƟcipatory and inclusive, as well as, above all, learning focussed. 
 
The principles that have emerged from DECI’s mentoring pracƟce and that guided its work have 
been summarized as following (Ramírez et al., 2022): 
  
1. UƟlizaƟon-focused evaluaƟon is a decision-making framework. 
2. Research communicaƟon enhances use of Įndings for inŇuence. 
3. AƩenƟon is paid to readiness from the beginning and can be revisited. 
4. Learning is demand-driven and provided through just-in-Ɵme mentoring. 
5. The trainer and learner are conscious of and strive to manage complexity and evolving contexts. 
6. Course correcƟon of project strategy is expected and planned. 
7. UƟlizaƟon should be the focus from iniƟal project design to compleƟon. 
8. A collaboraƟve, learning, and reŇecƟve process is embedded.  
9. ParƟcipaƟon and shared ownership are fundamental. 
10. The process builds individual and organizaƟonal capacity. 
 

The evidence of the Įve phases of DECI is primarily a record of a pracƟce-based experience with a heavy 
iniƟal reliance on the theories outlined by Michael Quinn-PaƩon twenty or more years ago. This report is 
an eīort to connect those concepts supplemented by the DECI hands-on UFE and ResCom pracƟce and 
process to recently produced research by Cousins and Chouinard on organizaƟonal learning.  
 

Conclusions 

 

There are a number of common conclusions from the DECI experience which can be applied to a range of 
audiences, and they include the following messages. 
   
1. READINESS IS A CRITICAL FACTOR – each of the key stakeholders in the project needs to be open to the 
DECI approach/process in developing capacity. Including, especially, project managers, evaluators and 
communicaƟons staī and ideally supporƟve funders. It is rarely present at the start and does wax and 
wane so needs to be sustained over Ɵme.  The list of projects in Annex 4 that were oīered mentoring 
support shows several projects that did not accept or were unable to conƟnue the work with DECI, even 
aŌer MoUs had been signed. As one interviewee suggested, the main cause of this lack of conƟnuity was 
the limited funding provided for evaluaƟon.   
 

2. CAPACITY DEVELOPMENT THROUGH EXPERIENTIAL LEARNING IS A VITAL INVESTMENT – learning from 
hands-on pracƟce is eīecƟve and eĸcient, especially, when parƟcipatory evaluaƟon and communicaƟons 
lead to learning and adaptaƟon. 
 

3. SUSTAINABILITY OF CAPACITY DEVELOPMENT – There is evidence that the gains in evaluaƟon and 
communicaƟon at the individual level among DECI mentees and mentors have endured over Ɵme, but 
there is less evidence that this conƟnuity also applies at the organizaƟonal level once the mentees leave 
(Derechos Digitales, CiƟzen Lab, EAFIT are clear examples of this). 
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4. JUST-IN-TIME MENTORING IS AN EFFECTIVE SUPPORTIVE PROCESS which allows adjustments to evolving 
project Ɵmetables, changing contexts and needs. Experienced external mentors can build trust and 
provide eīecƟve and Ɵmely advice to supplement limited internal funders staī inputs.  
 

5. MULTI YEAR PROJECT FUNDING IS ESSENTIAL – for a collaboraƟve, developmental approach to diĸcult 
issues and contexts to succeed and have a chance to have policy impact, so that insƟtuƟonal capacity can 
be built, supported and sustained.  Having a longer project duraƟon relaƟve to the partners, as was the 
case with DECI-2, allowed the mentors Ňexibility to wait for readiness to develop or increase, and to work 
at the pace of each partner. Designated, substanƟal project budgets for evaluaƟon and communicaƟons 
are vital. 
 

6. RELATING EVALUATION AND COMMUNICATION FOR PROJECT EFFECTIVENESS PROVED FAR MORE 
VALUABLE – for more than just accountability and reporƟng upwards. Both evaluaƟon and communicaƟon 
planning lead to collaboraƟve learning, resulƟng in improved capacity development and insƟtuƟonal 
adaptaƟon.  The hybrid mentoring process became a Trojan Horse to create shared spaces and moments 
for pause and reŇecƟon.   
 

7.  DUAL DECI ROLE UNIQUE – the opportunity to deliver training/mentoring informed by ongoing research 
into the pracƟce led to augmented learning and adaptaƟon during the project implementaƟon. 
 

8.  EXTERNAL TECHNICAL SUPPORT EFFECTIVE – as an outside technical support, DECI created a trusƟng 
relaƟonship separate from and complementary to the internal accountability reporƟng requirements and 
the knowledge translaƟon strategy.   With DECI, the challenge is to Įnd a space inside IDRC for conƟnued 
internal support. 
 

9. A SPACE TO PAUSE AND REFLECT: The external evaluaƟon of DECI-2 (Hearn & Batchelor, 2017) concluded 
that the mentoring approach provided partners with a valuable space to pause and reŇect, something that 
is oŌen not built into project strategies, and that allows for learning and reŇecƟon.  
 

RecommendaƟons  
 

In draŌing a set of recommendaƟons, it is important to keep in mind that DECI was a unique experiment 
for the funding organizaƟon - IDRC. It was both a technical assistance support project for IDRC grantees, 
as well as a research project into the applicaƟon of UFE.  Subsequently, it evolved into UFE and ResCom 
combined and Įnally focussed on AdapƟve Management. It also provided spaces to include various 
complementary evaluaƟon approaches such as developmental evaluaƟon, outcome mapping and 
harvesƟng and feminist evaluaƟon. It was unique in that it also encompassed Įve stages lasƟng a total of 
ĮŌeen years.  
 

Within IDRC, DECI was itself a grantee, iniƟally as part of the ICT4D Program and the EvaluaƟon Unit; in its 
later phase it became part of the DIG program. Consequently, within IDRC its long duraƟon meant that its 
Program proponents moved on and changed. Yet the demand for its support conƟnued and when its raison 
d’être was independently evaluated, there was proof of concept reported.  
 

The following recommendaƟons are meant to be seen as relevant to IDRC - as well as other funding 
organizaƟons which support complex projects in rapidly evolving contexts 
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• EVALUATION FOR LEARING: It is recommended that funding organizaƟons move beyond evaluaƟon 
as primarily an accountability exercise and expand its goals to add learning supplemented by 
communicaƟon and knowledge translaƟon. 
 

• DEDICATED BUDGET ALLOCATIONS: It is recommended that projects funders demonstrate a 
recogniƟon of the vital role of evaluaƟon and research communicaƟon by building into project 
budgets designated budget lines its criƟcal acƟviƟes. A proposed indicaƟve Įgure would be 
between 8-10% of the budget for both evaluaƟon and communicaƟon, or the equivalent of 2 full 
Ɵme staī posiƟons. 

 

• EVALUATION & COMMUNICATION AS INTEGRAL TO STRATEGY: It is recommended that both 
EvaluaƟon and CommunicaƟon be understood as an essenƟal part of any important project 
iniƟaƟve and that their eīecƟveness is maximized if grantees are included as acƟve parƟcipants.  
This parƟcipatory approach works best if planned for, Įnanced and iniƟated from the very beginning 
of a project.  
 

• TRAINING AND RESEARCH AS A DUAL STRATEGY FOR EXPERIMENTAL INITIATIVES: It is 
recommended that the dual role of capacity development and research for innovaƟon 
(demonstrated by DECI) is worth replicaƟng as it creates a safe place for funding organizaƟons to 
experiment, and it provides the funders/mentors with a living lab for research and professional 
development. 

 

• THE VALUE OF EXTERNAL AND INTERNAL SUPPORT: It is recommended that the use of both 
internal and external technical support mentors/advisors throughout the duraƟon of project 
funding be considered to maximize the potenƟal for capacity development, learning, adaptaƟon and 
impact.   

 

• ADAPTIVE MANAGEMENT: It is recommended that enabling project partners to learn while doing 
be recognized by ensuring ongoing research into their development strategies while maintaining a 
focus on their content objecƟves are accepted as complementary acƟviƟes. 

 

• FEMINIST EVALUATION & COMMUNICATION: The DECI hybrid approach can embrace a gender 
focus.  UƟlizaƟon-focused evaluaƟon invites a feminist lens that in turn can help projects pause and 
reŇect on gender dimensions of their strategy.   CommunicaƟon strategies diīerenƟate methods, 
media and communicaƟon funcƟons across genders (women, men, non-binary people) and 
intersecƟng idenƟƟes (age, class/caste, ethnicity, disability, sexuality). 

 

• PARTNERS’ OWNERSHIP OVER EVALUATION & COMMUNICATION: It is recommended that funders 
encourage project stakeholders (parƟcularly users) to engage in evaluaƟon and communicaƟon 
planning to promote their ownership of the processes and results.  The opportunity to pause and 
reŇect on project goals and communicaƟon inputs as the project progresses enables projects to 
adapt and adjust to changing condiƟons.  

 

• TWO MAJOR TYPES OF COMMUNICATION: It is important for funding organizaƟons to see 
communicaƟon iniƟaƟves as composed of two types of acƟvity: front of the house iniƟaƟves 
(website, social media feed etc.) and back of the house (audience research, relaƟonship building 
etc..).  
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Funders and grantees alike will gain from the above recommendaƟons especially when there is a 
commitment to insƟtuƟonalizing UFE, or at the very least, mentoring in UFE and ResCom for internal 
reŇecƟon to enhance innovaƟon and adaptaƟon.  
 

An understanding of the value of assessing readiness of funders, grantees, evaluators and mentors is 
essenƟal when planning or allocaƟng resources, provision of mentoring support or other inputs is an 
unrecognized and undervalued step in the developmental process. 
 

Lastly, the unique ĮŌeen-year pracƟce and research investment in the DECI experience is available to 
funders and project stakeholders as a reference which supports the recommendaƟons listed above. On 
oīer is its library of DECI publicaƟons/database, including the toolkits, case studies, and blog posts. It is 
available to share as part of a learning approach with projects wishing to learn more about UFE and 
ResCom and to apply it to their work early on4.  
 

_____________________________ 

  

 
4 The DECI website will remain available unƟl June 2028. 
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Annex 1. List of projects mentored by DECI 
 

DECI-1 Partners: Regional Asia network projects Reference acronym 

The Singapore Internet Research Centre (SiRC) at Nanyang Technological 

University (NTU). The evaluation focused on a review of their awarding and 

mentoring process 

SIRCA 

ISIF-APNIC, Brisbane, Australia. ISIF (InformaƟon Society InnovaƟon Fund) 
is a grants and awards program aimed at sƟmulaƟng creaƟve soluƟons to ICT 
development needs in the Asia PaciĮc region. The evaluaƟon focused on the 
management of their grantee projects.  

ISIF-APNIC 

LIRNEasia, Sri Lanka. A pro-poor, pro-market think tank based in Colombo, 
Sri Lanka. The evaluaƟon focused on the CPRSouth Conference.  

LIRNEasia 

DREAM-IT, Mongolia. This was a program titled Development Research to 

Empower All Mongolians through Information Communications 

Technology in Mongolia. The purpose or the use of the UFE was to 

understand how DREAM-IT could better manage its projects so that it 

could fulfill its management oversight role  

DREAM-IT 
(Mongolia) 

The PAN Asian Collaboration for Evidence-based e-Health Adoption and 

Application was a network of health researchers and institutions that 

conducts collaborative research on e-Health applications in the Asian 

context. The UFE came at a timely moment for evaluating both the 

Projects and the network, although PANACeA later decided to evaluate 

only the network.  

PANACEA 

DECI-2 Partners:  InformaƟon & Networks projects Reference acronym 

OperaƟon Asha (subproject of APNIC), Cambodia. This was a healthcare 
delivery services project funded by ISIF and aimed to serve 8.9 m million 
people in India & Cambodia. 

APNIC-Asha 

Nazdeek (subproject of APNIC), India, The project was “End Maternal 
Mortality Now”, funded by ISIF – Asia and implemented by Nazdeek (Delhi), 
PAJHRA (PromoƟon and Advancement of JusƟce, Harmony and Rights of 
Adivasis, Tezpur), and ICAAD (InternaƟonal Center for Advocates Against 
DiscriminaƟon) , New York)  

APNIC- Nazdeek 

Cook Islands Maori Database (subproject of APNIC).  Cook Islands Internet 

Action Group. The aim of the project is to develop a database of Cook 

Islands Maori Words  

APNIC-Cook Islands 

Research on Open EducaƟon Resources for Development (ROER4D) was based in 
Cape Town, South Africa. It was is implemented by the Centre for InnovaƟon in 
learning and Teaching (CILT) at the University of Cape Town (UCT) 

ROER4D  

Privacy InternaƟonal (PI), UK. PI was founded in 1990, and has a deep breadth of 
knowledge on current and historical privacy and surveillance issues. At the Ɵme of 
the mentoring PI had network of over 20 partner organisaƟons in 13 countries 
around the world. 

Privacy InternaƟonal 

Open and CollaboraƟve Science OCSDNet, University of Toronto.  The aim of the 
project was “To understand whether, and the condiƟons under which, a converging 
set of open pracƟces based on networked collaboraƟon, collecƟvely called “Open 
and CollaboraƟve Science” (OCS) in the Global South.  

OCSDNet 

Research ICT Africa (RIA), South Africa work revolves around a determinaƟon to 
build an African evidence and knowledge base that can support ICT policy and 

RIA 
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regulatory processes, monitor and review policy and regulatory developments and 
advocate for more inclusive policies across the conƟnent. 
EAFIT, Colombia is a private university based in Medellin and has a research unit 
called “Línea I+D en InformáƟca EducaƟva” (I+D unit) that has conducted applied 
research on the adopƟon of InformaƟon and CommunicaƟon Technologies (ICTs) in 
school educaƟon. 

EAFIT 

CyberStewards, CiƟzen-Lab, University of Toronto. The CyberStewards Network 
(CSN) was an IDRC-funded iniƟaƟve aiming at providing support to cyber security 
scholars, advocates and pracƟƟoners of the global South in order to help them 
arƟculate a vision of cyber security in which rights and openness are protected on 
the basis of shared research and empirical knowledge. 

CyberStewards 

Asociación por los Derechos Civiles (ADC), ArgenƟna. An NGO that seeks to 
contribute to establish a judicial and insƟtuƟonal culture that would guarantee the 
fundamental rights of people based on the values of the naƟonal consƟtuƟon. In 
2015, ADC created the Freedom of Expression and Privacy Unit. 

ADC  

The Latin America and the Caribbean Open Data Conference (CONDATOS) 

was first launched in Montevideo (Uruguay) in 2013; and there have since 

been annual conferences hosted by different countries. The mentoring 

focused on the Chile conference in March 2015.  

CONDATOS 

DECI-3 & 4 Partners – CyberPolicy Centres – InsƟtuƟonal strengthening Reference acronym 

CIPIT (the Centre for IP and IT Law) in Kenya is an evidence-based research and 
training Centre based at Strathmore University, Nairobi, Kenya. Its mission is to 
study, create, and share knowledge on the development of intellectual property and 
informaƟon technology, especially as they contribute to African Law and Human 
Rights. 

CIPIT 

Derechos Digitales, Chile, is an independent NGO based in SanƟago de Chile. Its 
main objecƟve is to develop, protect and promote digital rights in LaƟn America in 
three parƟcular domains: (i) sustainable and inclusive technologies for social jusƟce, 
dealing with the impact of digital technology on structural exclusion and 
inequaliƟes; (ii) autonomy, dignity and control in the use of technology, addressing 
how public and private pracƟces related to technology can impact the exercise of 
fundamental rights; and (iii) technology policy from LaƟn America, responding to 
the need to promote the inclusion of diverse LaƟn American voices and perspecƟves 
in regional and global debates on technology governance and human rights. 

Derechos Digitales  

Centro Latam Digital (CLD) Mexico. At the Ɵme of DECI mentoring CLD focuses its 
research on three main subject areas: arƟĮcial intelligence (AI), threats to privacy 
and security, infrastructure deĮcit and the digital divide. During the mentoring 
process CLD became independent from CIDE, a public university.  

CLD 

LIRNEasia, Sri Lanka – follow-up mentoring  LIRNEasia 

RIA, South Africa - follow-up mentoring RIA 

DECI-AM Partners – DemocraƟc InsƟtuƟons and Governance Reference acronym 

ResisƟng disinformaƟon in the Global South, University of Stellenbosch, South 
Africa. This network project focused on researching the drivers of disinformaƟon 
with research teams in South Africa, Jordan, Sri Lanka and Brazil.  

DisinformaƟon 

xLOBs Project, Birzeit University, PalesƟne. The project was hosted by the Centre 
for ConƟnuing EducaƟon and aimed at introducing an experienƟal learning 
curriculum to UNRWA-managed schools in PalesƟne.  

xLOBs 

Centro Latam Digital (CLD), Mexico – limited follow-up mentoring CLD 

CIPIT (the Centre for IP and IT Law) in Kenya – limited follow-up mentoring CIPIT 

Open Tecnology Lab, New York- – mentoring was oīered, but disconƟnued SecDev 
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MENA AI Observatory, jointly hosted by the American University, Cairo (AUC) and 
Birzeit University, PalesƟne. – mentoring was iniƟated, but disconƟnued 

MENA AI 

Open Tecnology Lab, New York- – mentoring was iniƟated, but disconƟnued OTL 

Feminist Internet Research Network, APC - mentoring was oīered but rejected FIRN 

Data for Development Network – mentoring was iniƟated, but disconƟnued D4D 
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Annex 2. People interviewed 

 

Date OrganizaƟon Person interviewed 

5 Sep. 2024 
Privacy InternaƟonal (PI) 
London 

1.. Mike Rispoli (no longer with PI) 

8 Apr. 2025 2.. Gus Hosein, ED 

12 Sep. 2024 LIRNEasia 

Colombo 

3.. Helani Galpaya 

4.. Nilusha Kapugama 

5.. Isuru Samaratunga 

18 Sep. 2024 APNIC 

Brisbane 

6.. Sylvia Cadena (leŌ APNIC soon 
aŌer 

24 Nov. 2024 Centro Latam Digital (CLD) 
Mexico City 

7.. Judith Mariscal, ED 

5 Dec. 2024 

CIPIT 

Nairobi 

8.. Catriona Akinyi Onyango  

9.. Kendi Murithi 

10.. Florence Ogonjo 

 

27 Jan. 2025 
Research ICT Africa (RIA) 
Cape Town 

11.. Chenai Chair (no longer with RIA) 

15 Apr. 2025 12.. Naila Govan 

12 May. 2025 ROER4D 
13.. Sukaina Walji (stayed with host 

university) 
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Annex 3.  Interview Guide 

 

1. Respondent details: 
- Name/project/organizaƟon 

 

2. DECI interacƟon (contribuƟon) 
- Describe your interacƟon with DECI (how does or how did DECI relate with you, your project, and 

your organizaƟon)? 

- What other inŇuences (other iniƟaƟves, factors, etc.; posiƟve, negaƟve) have contributed to the OL 
changes you have described? 

- To what extent was the DECI interacƟon inŇuenƟal (when compared)? (1 = not signiĮcant, 5 = very 
signiĮcant) 

 

3. The outcome(s) 
- In what way did you use our interacƟon (EvalComm knowledge, U-FE and Comms guides and tools), 

reŇecƟon/thinking, …etc.) 
- What to your best knowledge and memory changed/is changing? What do/did you, the project, and 

the organizaƟon do (are doing) diīerently? 

- Describe any persisƟng change/transformaƟon as a result of the DECI interacƟon. 
These changes may also include the use of the same knowledge/skills/thinking in other 
projects/organizaƟons beyond the Įrst (when you Įrst interacted with DECI). 

- Provide factual examples or evidence of this change/these changes, if available. 
 

4. SigniĮcance 

From the respondent: 
- To what extent would you relate those changes to organizaƟonal learning (OL), if any? Describe. 
- RecommendaƟon(s): What would you recommend that would enhance OL in projects interested in 

learning from the DECI project (or a DECI-like project)? 
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Annex 4.  External consultancies by the DECI team as a Community of PracƟce 

 

Mentoring contracts / events 

• Canadian Lutheran World Relief: UFE for the interim evaluaƟon of the Gender TransformaƟve 
Climate AdaptaƟon Project in Cameroun and Chad (2 DECI team members, 2025-2026) 

• InnoVet-AMR: mentoring in research communicaƟon for an IDRC global iniƟaƟve in anƟ-
microbial resistance (5 DECI team members, 2024-2025) 

• University of Guelph: mentoring in UFE for the IDRC-funded project on Gender transformaƟon 
in STEM research, educaƟon and innovaƟon in Cuba (1 DECI team member, with a second on 
stand-by, 2025-2026) 

• DeSIRA LIFT - European Commission’s program in agricultural innovaƟon systems: 3 DECI team 
members; mentoring approach; sharing training resources (Wageningen University & CIRAD- 
€370M, completed May 2025) 

• Canadian Department of NaƟonal Defense EvaluaƟon Division: 3 DECI team members 
mentoring in Developmental EvaluaƟon (2023-2024) 

• Mongolia EvaluaƟon AssociaƟon: Introductory webinar to U-FE (2 DECI team members, 2024).  
 

Completed evaluaƟon contracts using U-FE 

• Canadian Foodgrains Bank, SUCA Program EvaluaƟon: 1 DECI team member with another 
colleague (2020) 

• IgnaƟus Jesuit Centre, Guelph, two program evaluaƟons, 1 DECI team with another colleague 
(2018, 2019) 

• IICA Guatemala, Mid-term evaluaƟon of the CRIA (agricultural research) program, 2 DECI team 
members (2019) and Final EvaluaƟon 2025) 

• Law Society of Ontario, Access to JusƟce program evaluaƟon; 2 DECI team members (2018) 
• CAP Yei, youth capacity building evaluaƟon, Kenya, 1 DECI team member with another colleague 

(2018); follow-up evaluaƟons led by our Kenya team member 

• FORUT Norway: 4 DECI team members (2017) 
• Langs Hub, Cambridge, 1 DECI team member with another colleague (2016) 
• Research ICT Africa, EvaluaƟon for IDRC, 5 DECI team members (2014) 
• AŇateen Curriculum, Amsterdam, 1 DECI team member with another colleague (2013) 
• Various U-FE training contracts for non-proĮts in Ontario (USC Canada, ONN, EFAO) 
• Equal Community FoundaƟon India, program evaluaƟon targeƟng boys to prevent gender 

violence, 1 DECI team member (2015) 
 

Instances where IDRC partners engaged DECI team members directly 

• CIPIT 

• Apnic 

 

U-FE inŇuence over evaluaƟon policy 

• IDRC 

• FORUT, Norway  
• Canadian Foodgrains Bank 

• MasterCard FoundaƟon 
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Annex 5. UƟlizaƟon-focused, Gender TransformaƟve EvaluaƟon 
 

Sonal Zaveri, Ricardo Ramírez & Dal Brodhead, 2019 
 
 
Main points about UFE 
• UƟlizaƟon-focused evaluaƟon (UFE) begins with the premise that no evaluaƟon should start unless 

primary USERS have been idenƟĮed, and they have determined the expected USES. 
• UFE does not prescribe any speciĮc content, method, or theory. It is a guiding framework, as 

opposed to a methodology. 
• UFE follows a set of well-deĮned steps that ensure rigor and relevance. 
• Users take ownership over the evaluaƟon purposes, the selecƟon of methods, the analysis and the 

uƟlizaƟon of Įndings.   
• In UFE, the evaluaƟon professional plays the role of a facilitator, not of external judge. 
 
 
Main points about Gender 
• Gender5 refers to the socially constructed roles and relaƟonships between men and women. Gender 

intersects with various social cleavages such as race, class, sexuality, caste and religion and shapes 
the exercise of power in diīerent contexts (Hay, 2012). The central concept of a gender lens is that 
power relaƟons must be changed (in favour of the marginalized) to aƩain social jusƟce. 

• Gender equality, though contextual, is criƟcal to ensure an inclusive society that beneĮts all peoples. 
It refers to the equal enjoyment by women and men of socially valued goods, opportuniƟes, resources 
and rewards. 

 
Background 
“UƟlizaƟon-Focused EvaluaƟon (UFE) begins with the premise that evaluaƟons should be judged by their 
uƟlity and actual use” (PaƩon, 2008, p. 37). In UFE, evaluators facilitate a learning process with aƩenƟon 
to how people might apply evaluaƟon Įndings and experiences. In designing a uƟlizaƟon-focused 
evaluaƟon aƩenƟon is constantly placed on the intended use by intended users. UFE can include a wide 
variety of evaluaƟon methods within an overall parƟcipatory paradigm.  
 

Decision making, in consultaƟon with those who can beneĮt from the evaluaƟon, is an important part of 
the process. As important is the fact that intended users will likely uƟlize an evaluaƟon in which they have 
ownership.  UFE belongs to a push in the evaluaƟon Įeld for evaluaƟons that get uƟlized. As simple as this 
noƟon may sound, its applicaƟon is mired in organizaƟonal and management challenges.   
 

Many evaluaƟons (and program designs) are gender neutral and only assess the intervenƟons. They 
assume that the intervenƟons impact men and women equally, in spite of structural gender and social 
inequiƟes. Many such evaluaƟons do not quesƟon the inherent structural inequiƟes that exist, missing an 
opportunity to quesƟon gender roles and relaƟonships - which is criƟcal if we wish to promote gender 
equality. Some evaluaƟons do disaggregate data by gender but this is not enough, as it should also be 
disaggregated by the intersecƟonaliƟes that create complex power dynamics. Further, projects may not 
be ‘gender neutral’ and speciĮcally target women and may be “gender instrumental” such as educaƟng 
women about their children’s health or “gender responsive” e.g. self-help groups for women to raise their 

 
5 Gender may be deĮned beyond binaries, to include LGBTQI. In this summary note, the binary examples of men and women are 
illustraƟve. 
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economic status. However, evaluaƟng such projects in terms of their eīecƟveness, is not enough if we 
wish to engender evaluaƟons. To be gender transformaƟve, we would need to ask, what is the role of men, 
did addiƟonal income lead to further exploitaƟon of women’s earnings and so on. 
  
Only if we use a gender transformaƟve (also called a feminist) lens – which addresses the diīerenƟal and 
complex power relaƟonships between men and women, can we truly evaluate gender equality. 
 

An evaluator using UFE has an added responsibility to enable users to quesƟon the presence of implicit 
and explicit gender diīerences and apply this understanding while deĮning the USES of the evaluaƟon. 
 

Gender transformative principles that guide an evaluation design 
• Have a central focus on inequiƟes 

• Recognize that inequiƟes (inequaliƟes?) are structural 
• Recognizes that evaluaƟon Is poliƟcal 
• Recognizes and values diīerent ways of knowing 

• Proposes to add value to those who are marginalized and to those implemenƟng programs (Hay, 
2012;Podems, 2010) 

 
Challenges in UFE 
In UFE, the deĮniƟon of primary users is open to diīerent stakeholders:  they may be the funders of a 
project, or its implementers or even its beneĮciaries. A gender lens will remind the evaluator to engage 
men, women and excluded groups to ensure their unique perspecƟves and situaƟons as included in the 
evaluaƟon design. The deĮniƟon of users can be delicate as it is aīected by power relaƟonships. It calls 
for a review of readiness at the very start of the process – not just to apply the method, but to do so with 
aƩenƟon to possible gender inequaliƟes. 
 

Challenges to use a UFE approach would include: 
For Key quesƟons: Do the KEQ address gender and structural inequiƟes? 

 

For User: Is the User open to challenging power asymmetries for gender transformaƟon? Understands the 
intersecƟonality of gender with other inequiƟes (class, age, religion and so on)? 

 

For Uses: Is use available to and beneĮts the marginalized? 

 

While UFE is summarized into a series of steps, the process itself is not linear (Ramírez & Brodhead, 2013). 
The Įrst Įve steps are interrelated: assessing program readiness; assessing evaluators’ readiness; 
idenƟfying primary intended users’ idenƟĮcaƟon of primary intended uses; and situaƟonal analysis. This 
process may require several iteraƟons of one or more steps and it needs to be anƟcipated and planned 
for, given that changes in one step will impact others.  
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Focusing the evaluaƟon takes place through the 
deĮniƟon of key evaluaƟon quesƟons; that in 
turn guide the design of the evaluaƟon.  
‘SimulaƟon’ is about test-driving plausible data 
sets to double check that they respond to the 
quesƟons.  This step ensures course correcƟon is 
possible, especially when it appears that some 
quesƟons may not sƟll be as strategic as they 
Įrst appeared. 
 

A unique aspect of UFE is Step 11: facilitaƟon of 
use, that ensures the Įndings and evaluaƟon 
processes are fed back to the users.  The closing 
step 12 captures the experience through a meta- 
evaluaƟon.6   
 

So, how does one use a gender lens in the 
various UFE steps? 
Ideally, a gender analysis should be included in 
the situaƟonal analysis, in the formulaƟon of key 
quesƟons (and by doing so, automaƟcally review 
the ToC and its gendered assumpƟons), in 
choosing data collecƟon methods and in doing a 
gendered analysis. OŌen, gender is an add-on in 
evaluaƟons (and therefore quite superĮcial) but 
in UFE it can be a process / learning oriented evaluaƟon approach that will provides an opportunity for 
weaving gender through all the UFE steps. 
 
An example of a gender transformative evaluation 
The project: “Using a Mobile ApplicaƟon and Mapping Plaƞorm to Increase Accountability in the Delivery 
of Maternal Health Services for Tea Garden Workers in Assam”. The evaluator went beyond the non-
judgmental role of a UFE mentor to help the implemenƟng organizaƟon discover the gaps and 
assumpƟons. During the situaƟonal analysis, a gender lens indicated the social and cultural exclusion of 
the tea garden workers. They were mostly women, who belonged to marginalized tribes imported by the 
BriƟsh from neighbouring states in pre-Independence India to work on the labour-intensive tea gardens. 
Isolated and disempowered, the women were not able to claim their maternal rights. The context analysis 
enabled a review of the theory of change. The SMS plaƞorm to report violaƟons was considered to be 
gender neutral and training the women to report on maternal health violaƟons was gender speciĮc 
(related to their reproducƟve roles). However, in spite of the best eīorts to train the women in the 
technology, the reporƟng of maternal health violaƟons was low. The feminist lens used in the UFE 
approach unearthed the disempowerment of women, led to a revision of the key evaluaƟon quesƟons, 
data collecƟon methodology and analysis. The Įndings were used to revamp the training program to 
include gender empowerment sessions rather than learning the use of technology. Later, the reporƟng 
role of women morphed to include para-legal training to liƟgate for their rights, Zaveri (2018).  
 

 
6 In the latest book on UFE by Michael Quinn PaƩon, Įve addiƟonal steps have been added; see the 
Recommended readings and websites. 
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Analysis 
UFE has been test-driven through several evaluaƟon capacity development research projects funded by 
the InternaƟonal Development Research Centre (Canada) (see reference list).   Regional evaluaƟon 
mentors were trained through pracƟce. They were supported throughout the process by the two project 
leads; who coached them and provided trouble shooƟng support. They facilitated all steps of the UFE 
process with research projects around the world.  
This approach to capacity development is eīecƟve because partners receive the mentoring at their own 
pace and according to their schedule. It contrasts with the more convenƟonal training workshop where a 
great deal of material is condensed into a few days with liƩle opportunity to contextualize it, let alone 
absorb it.    As shown in the example, using a gender transformaƟve lens in UFE brought added value to 
achieve gender equality, anchored in values of equity and human rights. 
 
Conclusions  
UFE is learned through pracƟce. Not only do evaluators quickly appreciate its potenƟal; the primary 
intended users emerge with evaluaƟve thinking.  Some elements for success worth repeaƟng include:  
 

1. Mentors with a strong background in evaluaƟon need to be selected, they need not be familiar with 
UFE. What is key is that they have outstanding facilitaƟon and communicaƟon skills, as well as a 
willingness to learn. They can be partnered with project evaluators (on staī or contractors) who are 
invited to do the same: to test-drive UFE. A capacity development objecƟve creates a safe 
environment for experimentaƟon. 

 

2. The evaluaƟon mentors themselves need to learn to bring in a gender lens into the UFE process.  
This requires a gender-inclusive capacity or teamwork, and an ongoing awareness of how diīerent 
evaluaƟon USERS are situated in each context, and how their own evaluaƟon USES and quesƟons 
need to address gender inequaliƟes. 

  
3. Work with a project funder interested in experimenƟng with this approach to capacity development 

in evaluaƟon. The IDRC team allowed the mentors and the project partners the freedom to become 
users and deĮne uses.   

 

4. When Įrst learning the process, evaluators and mentors can follow the UFE checklist systemaƟcally 
as a guide. While one quickly realizes that it is not linear and calls for more iteraƟons, it is useful to 
tackle each task in order. An analogy would be how one learns to drive a standard shiŌ car: you 
begin with the Įrst gear and move on to the second and so forth. Only later, with experience, you 
realize that when starƟng on a downhill road you can begin in second just as well; you also begin to 
learn to use gears to slow down, but this acƟon comes from experience.  

 

Recommendations  
RecommendaƟons for other projects and funders of projects interested in introducing UFE to a project: 
 

• ConĮrm a commitment by funders and major stakeholders to explore the approach (in our case 
UƟlizaƟon-focused EvaluaƟon) through an acƟon-research process. 

• Apply gender principles when helping users deĮne evaluaƟon uses and evaluaƟon quesƟons, as well 
as data analysis and recommendaƟons.   

• Clarify expectaƟons early on with regards to the role of UFE relaƟve to other possible evaluaƟon and 
accountability needs. Is UFE a replacement or a complement to other evaluaƟon needs? 
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• Work as a team, with mentors who are able to trouble-shoot, and with support from other members 
who can backstop as quesƟons arise.  

• Create an environment of trust where learning from mistakes is embraced. 
• Acknowledge that the process takes Ɵme, and that the ‘aha’ moments will come once the approach 

is being implemented. 
• Make use of the training modules and feel free to adapt them to each circumstance. 
• Ensure that there are funds and dedicated Ɵme to complete all the steps of UFE, especially the last 

one that calls for a reŇecƟon on the overall implementaƟon of the approach; this is the point at 
which much learning happens. 

• Encourage evaluaƟon mentors and users to regularly check that a gender lens has been applied – in 
programs, policy and organizaƟonal structures and guidelines. 

• Carry out a mid-term self-reŇecƟon to course-correct and also to celebrate progress.   
 

 

Recommended readings  
Hay, K. 2012. ‘Engendering Policies and Programmes through Feminist EvaluaƟon: OpportuniƟes and 
Insights’, Indian Journal of Gender Studies, 19:2, 321-340 

 

PaƩon, M.Q. 2012. EssenƟals of uƟlizaƟon-focused evaluaƟon. Sage.  
 

PaƩon, M.Q. 2008. UƟlizaƟon-focused evaluaƟon, 4th. ediƟon.  Sage.  
 

Podems, D. 2010. ‘Feminist evaluaƟon and gender approaches. There is a diīerence?’ Journal of MulƟ-
Disciplinary EvaluaƟon, 6(14), 1-12 

 

Ramírez, R. & Brodhead, D. 2013. UƟlizaƟon-focused evaluaƟon: A primer for evaluators. Southbound: 
Penang. 
 

Zaveri, Sonal (2018) "Using a Feminist Lens for UƟlizaƟon Focused EvaluaƟons: Lessons Learned" in 
Ratna M. Sudarshan and Rajib Nandi eds. "Voices and Values: The PoliƟcs of Feminist EvaluaƟon", 
Zubaan: New Delhi  
ISBN 978 81 85932 39 7 

 

Recommended websites 

Designing evaluaƟon and communicaƟon for impact 

hƩp://evaluaƟonandcommunicaƟoninpracƟce.net 

 

The BeƩer EvaluaƟon website includes a secƟon on UFE: 
hƩp://www.beƩerevaluaƟon.org/en/plan/approach/uƟlizaƟon_focused_evaluaƟon 
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