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I. Executive Summary 

The Malawi Country Office (MCO) is embarking on an exciting journey, seeking better outcomes for 

children of Malawi through structurally facilitated integration. They are at the beginning of developing a 

framework to define and understand structurally facilitated integration and are amidst the fertile mess 

of creativity and change. This report is the summative documentation of Phase 1 of the Developmental 

Evaluation (DE), leading to a full design of a  DE1 which is intended to support and chart this journey.  

 

This report aims to assist MCO Change Leadership in viewing and reflecting on the current state of 

changes the MCO is undertaking and the extent to which staff are involved, understanding, and 

supportive of those changes. It presents and is organized by a Theory of Change that identifies the five 

steps or stages to achieve their goal of structurally facilitated integration: 1) Vision; 2) Experiment; 3) 

Scale and grow; 4) Innovate deep systems; and 5) Continuous iteration.  

 

The MCO, through the CPD development process, has accomplished phase 1—creating and agreeing 

to a child-centered framework. In alignment with the beginning of the new CPD, the MCO began 

experimenting with matrix management, task teams, software, and (soon to be) planning tools to bring 

about greater integration. Through the process of these initial experiments (phase 2) the MCO is 

discovering new ideas to experiment with and are already making adjustments and decisions, shifting 

some things gradually into phase 3. Drawing on extensive secondary data review, an all staff survey, 

two site visits, and key informant interview, this report goes through Phases 1 and 2 of the theory of 

change documenting the specific actions and status of activities.  

 

At this time in the MCO journey the following recommendations present themselves:  

• Use DE to support this journey; A DE would be a useful tool for documenting, learning, and 

staying grounded in reality-testing. A DE would generate actionable recommendations on a 

regular basis in small, digestible and timely communications.  

• Invest in the journey; This is a significant undertaking in addition to the day-to-day jobs and 

operations of the MCO, some amount of external help is needed. Coaching, training, 

communication, capacity building and other change management functions are all possibilities 

for useful investment in this effort.  

• Activate the idea of “child-centered”; This is an incredibly powerful and simple concept with 

wide-spread agreement.  Routinely asking, “How is this child-centered?” is a simple practice 

that could catalyze and focus an office-wide discussion that would likely drive integration 

rapidly.  

                                                      
1 See MCO Developmental Evaluation Design for more details. 
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• Pause to clarify current understanding; There is a need to regain a more office-wide shared 

understanding of a few key concepts, such as pillars, task team structure, and the extent of 

these intended changes. 

• Get ahead of communication; Hire a communication specialist to craft a plan that identifies key 

messages, effective channels, frequency, responsibility, and emotional hooks for this change. 

• Use the concept of “empathy” from the design world; Take time to pause and empathize with 

staff after the planned Matrix Management training and find other times and ways to check-in 

with staff on the emotional experience of these changes.  

• Build, seek, and use communities of practice; Matrix Management, Task team leadership, and 

Pillar leadership would benefit from the peer-to-peer learning, support, problem-solving, 

advocacy, and efficiency offered by a community of practice.  
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II. Background     

In collaboration with the Malawi Government and UN, UNICEF Malawi developed a new country 

program, beginning January 2019. During the development of the Country Programme Document 

(CPD), multi-sectoral teams and an inclusive think tank used a human centered design (HCD) approach 

to keep the focus on the rights-holders. The goal of the UNICEF Malawi Country Office (MCO) is to fully 

operationalize child-centered ways of working and a new, integrated office organizational structure as 

implied in the CPD. Informed by the CPD and validated by in-country discovery work, this report will 

hereafter refer to this goal as, “structurally facilitated integration.”  

 

The MCO has identified a number of structural and cultural changes necessary to achieve this goal, 

which have been supported and developed with the help of external change management consultants. 

This process, the planning for which has been documented since January, 2018, and all accompanying 

procedural changes, will hereafter be referred to as the MCO’s “change journey.” 

 

The new CPD is laid out with a results structure that is no longer centered on section-specific 

outcomes. Instead, the CPD is organized around four components, now called pillars, corresponding to 

the UNDAF: Pillar 1 and 2 focusing on the lifecycle of a child (0-6, school age 7-17); Pillar 3 aiming to 

create an enabling environment for child rights through the establishment of child-friendly and 

resilient communities; and a fourth component centered on program effectiveness.  

 

UNICEF Malawi has in the past tried to enhance integrated programming and teamwork across  

programme components. While there were some successes, progress was limited by structural issues 

in terms of the set-up of the office and the lack of institutionalized systems fostering integration. The 

MCO thus developed a new office structure based on the principle that form follows function: the 

overarching structure and tools used by the organization should relate to an integrated and child-

centered country office.2  

 

Changes made within the office to operationalize the CPD and new outcomes structure include a 

reorganization of technical and program staff and the use of matrix management—in which program 

staff have a primary line of reporting within a pillar, as well as a secondary line of reporting to their 

technical family. Other operational changes being made to support the aims of the new CPD include 

the introduction of cross-sector thematic and programmatic Task Teams, agile program development 

methodology, collaborative project management software, and integrated planning, reporting, and 

feedback tools. Additionally, individual leaders have carried out smaller-level experiments ad hoc, 

which are also in the spirit of and for the end-goal of structurally facilitated integration. 

                                                      
2 CMR 7 - Briefing for ESARO 
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Given the interest at the global level in both fostering integration and learning from it, it was agreed 

that the UNICEF MCO experiment also be accompanied by a Developmental Evaluation (DE). DE 

focuses on systematic assessment in rapidly changing and complex environments, centered around 

building relationships and serving the projects’ key stakeholders.3 DE applies complexity concepts, 

such as flexibility and collaborative participatory strategies to enhance innovation and support 

evaluation when the path forward is uncertain, and new initiatives are emergent. Notably, DE 

reimagines the nature and approach of traditional program evaluation; “it is embedded rather than 

detached, continuous rather than episodic, and— most importantly—it has as its goal learning, not 

judgment.”4 In cases where DE is being applied it is too early to know what would indicate success in a 

measurable fashion, the work is preformative. Thus, this initial period of data collection and reporting 

serves to assist the MCO in its change journey and period of discovery. 

III. Introduction  

This report serves as documentation of the learnings from Phase I of the Developmental Evaluation 

(DE) for the UNICEF Malawi Country Office (MCO), conducted from April to September, 2019. Phase 1 

marks the inception phase of the DE and consisted of:  

 

1. Design: developing a theory of change and learning framework around which inquiry, data 

collection methods, and timing and specifics of deliverables were built.  

2. Phase I Report: constructing a clear, detailed description of the current MCO and attendant 

change plans and efforts.  

3. Buy-in: conducting exploration, relationship-building and engagement necessary to 

successfully run and use a developmental evaluation.  

 

Overall, the purpose of this DE is to develop a framework of structurally facilitated integration such 

that it is ready for a formative evaluation to begin after the CPD mid-term review. Consulting the 

theory of change, a secondary purpose of the DE is to identify those deep systems which need 

innovation at the global level in order for MCO to transition from phase 3 into Phase 4. Lastly, on a 

day-to-day basis the objectives of a DE are to create “informed changes”5 as MCO oscillates 

between phases 2 and 3 of the theory of change. This report sets the stage as the starting point for 

actively engaging and using DE as a key tool to support MCO’s ambitious journey. 

 

                                                      
3 Quinn Patton, Michael. Developmental Evaluation: Applying Complexity Concepts to Enhance Innovation and Use. New 

York: Guilford Press, 2011. 
4 Dozois, E., Langlois, M. & Blanchet-Cohen N. 2010. DE 201: A Practitioner’s Guide to Developmental Evaluation. The J. W. 

McConnell Family Foundation, Montreal. 
https://mcconnellfoundation.ca/assets/Media%20Library/Publications/DE%20201%20EN.pdf 
5 Gamble, J. 2008.  

https://mcconnellfoundation.ca/assets/Media%20Library/Publications/DE%20201%20EN.pdf
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Guided by the 2019-2023 Country Program Document (CPD) and supported by a breadth of discovery 

and validation work, the DE Team supported the MCO to draft  a Theory of Change that identifies the 

MCO’s end goal as better outcomes for children of Malawi through structurally facilitated integration. 

The Theory of Change includes five steps or stages to achieve this goal: 1) Vision; 2) Experiment; 3) 

Scale and grow; 4) Innovate deep systems; and 5) Continuous iteration. The MCO is currently in phase 

2 of these changes, experimenting with various structures and tools to support the practice of 

innovation and new ways of working in a more integrated manner.  

 

While a background and timeline of the change journey are presented for context and key 

comparisons over time, the focus of this document is on the state of changes and the MCO during the 

period of discovery. Thus, findings are organized according to Phases 1 and 2 of the Theory of Change, 

as well as findings documenting current collective and individual thinking around the shared end goal. 

For primary intended users, specific portions of this report, in combination with follow-up discussion 

and decision-making, will be useful for directing immediate next steps, including meaning-making and 

acting within Phase II of the Developmental Evaluation. This report is intended to assist MCO Change 

Leadership in viewing and reflecting on the current state of changes the MCO is undertaking and the 

extent to which staff are involved, understanding, and supportive of those changes.  

 

IV.     Report Purpose and Scope 

Four key practices of DE are orienting, watching, sense-making, and intervening-- all to support real-

time learning, decision-making, and development.6 This report serves as a method for the first three of 

these key practices. It is an exercise capturing the current landscape, organizing and making sense of 

the thinking of those involved at this time and the data available, and identifying themes to watch and 

investigate moving forward.  

 

This report documents the starting point; describing what is true now—the operations, thinking, and 

understanding of goals as they present themselves across the UNICEF MCO. It is recognized that the 

2019-2023 Country Programme Document (CPD) serves as the underlying descriptor of the end goal 

for the MCO, and thus the purpose here is to capture the iterations and attempts to envision and 

activate the CPD. Findings are descriptive of the state of changes the MCO is undertaking at present 

and the extent to which staff are, and to a certain extent have been, involved, understanding, and 

supportive of those changes. 

 

For the external users of this evaluation, having a baseline description of the MCO in its current state 

will be helpful as a frame of reference as other deliverables emerge from this DE to more clearly see 

                                                      
6 Ibid. 
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changes and progress. For primary intended users, specific portions of this report, in combination with 

follow-up discussion and decision-making, will be useful for guiding immediate next steps.  

 

Data for the report was collected from a period of April to July, 2019 (Phase I of the DE). While a 

background and timeline of the change journey are presented for context and key comparisons over 

time, the focus of this document is on the state of changes and the MCO during the period of 

discovery. Similar point-in-time reporting are expected after Phases II and III of the DE, for additional 

points of comparison and synthesis of the journey over time. 

V.      Methodology 

Mixed methods were utilized for this developmental evaluation. Sources of evidence included: a desk 

review of secondary data and program documents, an on-line all-staff survey of the MCO, two week-

long site visits, and interviews with key informants selected based on their position as leaders within 

the organization or at the recommendation of MCO change consultants... This combination of sources 

was chosen to maximize the use of existing data and documentation while gathering a broad range of 

perspectives on the MCO change journey. Analysis was guided by the Theory of Change, as developed 

throughout Phase 1 and validated with the MCO Change Leadership Team (CLT). The Theory of Change 

is a living document outlining the steps necessary to achieve the desired end goal, as well as 

underlying principles and learning cycles embedded in the process to get there. It is presented on the 

following page. 

 

The following are the risks, assumptions, and contextual factors underpinning the theory of change.  

Risks 

The largest risk to this Theory of Change, which describes a change journey for the country office, is 

that there are not enough resources put toward supporting and catalyzing the change. This references 

resources in many forms; staff time, external contractors, training/knowledge/skill development, tools 

like Developmental Evaluation or software, etc.  

 

The decision point indicated between phases 3 & 4 is a clear marker of where the larger UNICEF 

institution could decide not to continue the Theory of Change by putting deep systems off limits for 

innovation or change. In this way the Theory of Change’s potential stops at phase 3, representing 

improvement at the country level but remaining shy of transformation for the country office and/or 

the larger UNICEF institution. 

 

The change in senior leadership during the second half of 2019 has the potential to derail this journey 

if the incoming Country Directory and Deputy Director are not on board or have a different 

understanding of the nature of the journey. It will be their leadership to which staff will look to 

determine their continued buy-in and participation in changes.  
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Assumptions 

Innovation is necessary and relevant to integration. It may be that the developmental evaluation 

shows that these are two distinct concepts that do not necessarily relate or are linked so closely as to 

be mentioned together in this theory of change. At this time the phrasing of “practicing innovation and 

integration” was validated by key stakeholders for this first draft of a theory of change. 

 

Deep systems of the UNICEF institution hinder an integrated approach in some way. If we innovated 

deep systems, this will create an organization/institution that can behave in an integrated manner on a 

flexible and ongoing manner. This assumption is what links phases 4 & 5 of the current Theory of 

Change.  

 

There are key concepts, behaviors, and principles which are necessary and will act as guides to 

understanding and achieving the end goal of structurally facilitated integration. These will be 

uncovered and their relationship to the goal better understood through the development process of 

phases 2 & 3 over the next two years.  

 

Phases 2 & 3 are overlapping and fluid with some components moving into step 3 while others never 

do, all in their own timing. 

 

Which deep systems require changing in phase 4 to achieve the end goal are not known at this time 

and will be identified through the process of practicing phases 2 & 3 and using developmental 

evaluation as a key learning tool. 

 

Although phase 5 is an organizational state for both the MCO and UNICEF global, the true goal is better 

outcomes for children as a result of the organization state—not, the changed organization itself. 

Contextual factors, operating and external environment 

Within the MCO there are regularly rotating international staff and long-standing local staff, each with 

differing perspectives and realities regarding the proposed and actual changes. 

External consultants have been involved at various stages of this change process including the 

development of the CPD (this is common), the creation of a change management plan, and design of a 

DE.  

 

The MCO is overseen by and accountable to a regional office and global office of UNICEF. There are 

processes and systems within the MCO which directly relate to and need approval by these two more 

senior entities within the larger hierarchy of the UNICEF system.  
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There is an additional interest in the MCO change journey from HQ above and beyond the content of 

matrix management and integration, which is the use of Developmental Evaluation within UNICEF.  

 

UNICEF is part of the UN system, which further ties the MCOs processes to an entity outside of itself.  

 

UNICEF is not an implementing agency, its impact and work comes through its partners.  

 

The MCO works heavily with the government of Malawi, which is organized in a sectoral, not child-

centered manner.  

 

The MCO and UNICEF operate at the pleasure of its donors. Donors can drive integration through their 

priorities, they are also accustomed to the existing sectoral foci of UNICEF and channeling funds 

through these structures.  
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Theory of Change
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Practicing innovation and integration is referenced throughout the theory of change. At this time the 

MCO is still exploring and developing what this means—both on a day-to-day basis and definitionally 

for purposes of measurement and accountability. The development of practicing innovation and 

integration is the focus of the recommended developmental evaluation and explained in depth in the 

Developmental Evaluation Phase II design. 

Data Sources 

Document Review 

The DE team conducted a desk review of all MCO documents shared by the Evaluation specialist and 

change management consultants as relevant to the MCO’s change journey.  Specific documents and 

meeting minutes regarding program and structural changes were supplemented with the results from 

the MCO of an annual Global Pulse Survey. The DE team assessed survey results from 2017 and 2018.  

Other documentation for the review included reports to the regional office and incoming country 

director, meeting minutes (including Task Team and CLT meetings), reports and presentations from 

change management consultants, and the country 2019-2023 CPD and corresponding pillar strategy 

notes. A complete list of documents reviewed is included in Addendum C.  

 

The review and analysis process for documents was iterative: themes and findings from the early steps 

in the data review and process guided subsequent analysis, as well as triangulation with other data 

sources. Documents were analyzed both sequentially, in order of the date produced, as well as 

through the framework of the Theory of Change. After additional data was obtained via interviews and 

staff survey, documents were reviewed again to validate emergent themes and ideas.  

Malawi Country Office All Staff Survey 

A 14-question electronic survey was sent via email to 186 MCO staff in all areas of the office. The 

survey was designed to take the temperature of the staff regarding office changes—gauging the 

knowledge and perception of the changes underway to date as well as input on envisioning and 

defining the end goal. The purpose of administering the survey to all staff, even those not directly 

impacted by the immediate changes, was to facilitate conversation about the change journey’s 

inclusivity of everyone in the MCO.   

 

The first round of the survey was open from June 17 to June 27, 2019. It initially received a 34% 

response rate with a total of 64 complete responses and 20 additional participants who left surveys 

partially completed. The survey produced largely quantitative data, qualitative answers were coded 

and grouped according to theme, as well as incorporated into a word cloud based on word frequency 

to highlight dominant insights and feelings from staff. Comments from the survey and select results 
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are incorporated throughout this narrative report; a full version of the survey and survey report are 

included in Addendum A. 

Key Informant Interviews 

The Lead Developmental Evaluator conducted eight interviews with MCO staff identified as key 

informants on the MCO change process, by their leadership within the organization, participation in 

the Change Leadership Team, and/or at the recommendation of the change management consultants. 

Conversations occurred during the two site visits and remotely after the initial site visit. Interviewees 

also provided follow up documentation and information via e-mail. Interviews focused on harvesting 

ideas of what integration means, specific successes and challenges of the changes experienced so far, 

and opinions on the most pressing risks and opportunities not to miss. Interviews were recorded, 

transcribed, and coded to search for themes to emerge from the data and triangulate and deepen 

findings from other data sources. All quotes included in this report have been approved by the 

informant and all participants were informed that the interview was not intended to be strictly 

confidential, but instead shared back for the purpose of learning with DE intended users and change 

leadership. The interview script and questions are included in Addendum B. 

Malawi Country Office Site Visits 

The Lead Developmental Evaluator conducted two week-long site visits to the Malawi Country Office, 

the first from April 29 - May 3, 2019, and the second from July 14 - 19, 2019. Goals for the site visits 

included building relationships and buy-in; establishing the role of the Developmental Evaluator and 

creating an embedded DE design; and mapping the system and documenting what is currently 

happening. To accomplish these goals, the Lead Developmental Evaluator observed and facilitated a 

number of working meetings, a full list of which is included in Addendum E. 

Analytic Approaches 

Thematic Analysis 

During data review, the DE team systematically reviewed and sorted data and programme 

documentation. Issues and patterns that emerged were noted and brought up in an initial site visit 

with change management consultants. Validated findings were incorporated into the Theory of Change 

and assessed for various associations and explanations. These themes were then again refined and 

validated via integration and Theory of Change discussions during a second site visit. The evaluation 

team used open coding in Dedoose software to code qualitative survey data, as well as integration 

discussion notes. Thematic analysis allowed the DE team to triangulate data as mentioned below 

Narrative and Timeline 

In addition to thematic analysis, document review and interviews were used to construct a narrative 

and timeline describing the MCO’s change story. Documents were organized in chronological order for 
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the purpose of analyzing changes in language and documenting process over time. The Lead 

Developmental Evaluator also gathered stories of successful integration in order to develop narrative 

around the end goals of the office changes. 

Triangulation 

Triangulation involves looking for consistency in findings and results across multiple methods of inquiry 

and data sources.7 Triangulation helps to confirm patterns and identify differences across various 

sources. Data sources for the evaluation were triangulated across the evaluation’s main sources 

(document review, key informant interviews, survey data, and site visit observations), as well as 

between various sources within the document review and between individual interview respondents. 

VI.      Key Findings 

The following findings are organized according to the Theory of Change, as well as prefaced with a 

timeline highlighting key moments in the MCO’s change journey and highlighting changes in messaging 

and thinking over time. As a point-in-time capture of the thinking thus far, findings touch on the end 

goal of the Theory of Change, as well as Phases 1 and 2 of the change journey. 

End Goal: Achieve better outcomes for children of Malawi through Structurally 

Facilitated Integration 

 

Finding 1: The end goal and necessitated changes stem from Malawi’s 2019-2023 CPD 

and program mission. 

 

The 2019-2023 CPD notes that, “a practical lesson learned from country programme implementation is 

that integrated programming should be part of a country programme starting with the design and 

planning stages.”8 The CPD goes on to cite a programme evaluation of community management of 

acute malnutrition as evidenced that integrated community outreach services from a program’s 

beginning, “facilitate access and uptake, reduce equity gaps, and increase linkages between 

interventions and partners.”9 Thus, there is evidence that through integration, the MCO will be better 

able to meet its overarching mission.  

 

The CPD also notes that an increasing focus on decentralization in Malawi, “presents an opportunity to 

support bottom up, integrated, and synergistic community-based design and planning and reduce 

                                                      
7  Quinn Patton, Michael. “Enhancing the Quality and Credibility of Qualitative Analysis” HSR: Health Services Research 34:5, 

Part II. (December, 1999). 
8 CPD 1, p. 4 
9 CPD 1, p. 4 

 

http://europepmc.org/backend/ptpmcrender.fcgi?accid=PMC1089059&blobtype=pdf
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programme transaction costs.”10 The CPD thus divides the country program into components which 

include (1) early childhood- zero to five years; (2) school-age children- six to eighteen years; (3) child-

friendly, inclusive and resilient communities; and (4) program effectiveness. This re-organization is the 

basis for the country office’s operational changes. A change management plan to operationalize the 

new CPD was adopted using principles and ideas from design thinking l, change management, and lean 

innovation and agile strategy.11  

 

MCO staff and leadership generally agree that structural change is necessitated by the CPD. While a 

number of respondents were able to cite ad hoc examples of integrated, cross-sector work happening 

previously, there is a sense that this work is now mandated by the CPD and that, “form follows 

function,” meaning the shape and structure of the country office should follow the purpose laid out by 

the CPD. As one key staff informant noted, “Now in the new CPD, what is changing is integration 

becomes systematic. The lifecycle program and integrated service delivery is not ad hoc, but already 

an integral part of the CPD. The CPD was approved through UNICEF’s internal processes. I also 

understand the CPD was participatory and inclusive, mainly developed by the staff, so there is 

ownership of the CPD by the team.”  

 

In an all-staff survey conducted by the DE Team, MCO staff largely agreed that change was necessary 

to the organization’s mission (see Chart 1 below). On a scale of zero to 100, the mean rating for how 

vital integration is to achieving UNICEF MCO’s mission was 80. Finally, in an exercise on the Theory of 

Change conducted with the CLT, participants agreed with the statement. “Reaching our goal will 

require innovation and change to fundamental ways of doing things.” Group members stressed that 

change is critical and that past ways of doing things were “inherently wrong.” Among this leadership 

group there was a clear mandate that change is not only required by the CPD, it is fundamental to 

realizing the rights of children in Malawi. 

 

Chart 1. All-staff survey responses to: How vital do you think integration is to achieving UNICEF Malawi’s mission to realize the rights of 
every child in Malawi? Slider from 0 (not at all) to 100 (essential) 

                                                      
10 CPD 1, p. 4 
11 IMP 7 - Change Management Plan 
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Response Group 

 
Mean Rating Among Group 

Total: 68 respondents 80 

Men: 31 respondents 84 

Women: 30 respondents 78 

Involved in change: 54 respondents 83 

Not involved in or don’t know about change: 
14 respondents 
 

69 

Staff 6 months or less: 13 respondents 90 

Staff 7-24 months: 14 respondents 81 

Staff more than 2 years: 33 respondents 79 

 

Finding 2: Integration is often used synonymously with cross-sector work, which has 

potential to improve program effectiveness and child-centeredness. 

 

The most agreed upon aim of the MCO change journey is increased cross-sector collaboration across 

the organization. The term integration is often used synonymously with cross-sector work. Cross-

sector integration marks a key change from a “deeply entrenched sectoral mentality” that shaped 

previous MCO work in a manner often referred to as, ‘business as usual.’12 Overcoming sectoral silos is 

a dominant theme in the change journey’s documentation. A briefing for the ESARO Regional Director 

                                                      
12 CMR 8 - Briefing Note for the Executive Director 
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claims that in addition to the possibility to deliver better results to children, integration offers, 

”potential solutions to overcoming sectoral thinking and doing, and achieving genuine programme 

convergence.”13 Another briefing for the incoming Malawi Country Representative outlined the 

changes as “Integrated programme development through multi-sectoral, community-involved, 

problem solving” with a goal of “cross-sectoral collaboration” for improved resource mobilization, 

achievement of CPD results, and learning on innovation and human capital principles.14 Staff also 

identified cross-sector teamwork as a positive opportunity in multiple feedback sessions.15 Ultimately, 

the drive for cross-sector work comes from an understanding that technical silos preclude program 

effectiveness, and that working together throughout the organization is key to service delivery and 

results. 16 

 

Staff also see cross-sector work as a necessity for the UNICEF MCO to be child-centered. As one key 

informant noted, “by the nature of our work it has to be intertwined, it has to be intersectoral. You 

cannot isolate child protection from education from health from HIV.” Another interviewee pointed 

out the possibility to have more expedited services with cross-sector, integrated site visits and service 

delivery. While UNICEF may divide work into technical silos, children do not live and operate within 

these silos. Aspects of children’s lives such as education, health, and nutrition, are deeply intertwined 

and any solution for children must address all aspects of their rights. In this way, cross-sector thinking 

and behavior has the potential to transform MCO work to be truly child-centered. As another 

interviewee stated, “the end goal is really that when people come to work they think about the child 

and all [the child’s] needs. That should drive people’s work, and [people should] not be limited by a 

very sectoral vision. It’s a mindset shift that would translate into different types of programs and 

solutions that we come up with so that people [are able to] zoom out from their specialization to think, 

‘what else does this child need?’” 

 

Examples have begun to  emerge of child-centered work from within the MCO’s new Pillar-organized 

office structure leading to improved service delivery. One such example includes the utilization of 

$600,000 in funding for WASH services in schools. Having a member of the WASH technical family in 

Pillar 2 allowed for the funding to be used, which had previously not been possible without the 

technical procurement and implementation knowledge of a WASH specialist. Additionally, examples of 

integrated efforts from the previous CPD also show positive outcomes such as using health platforms 

to deliver child registration and abuse screenings. A number of informants noted that integrated 

efforts were happening in the previous CPD, but that these were one-off efforts, and happened in 

spite of organizational practices, rather than because of them. 

 

                                                      
13 CMR 7 - Briefing for ESARO 
14 CMR 6 - Briefing for Rudolf 
15 PIL1 - Pillar 2 moonshot blitz; MM 1 - Matrix management empathy blitz 
16 CMR 5 - Key Messages for Approval 
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Finding 3: Increasingly limited resources necessitates improved communication, 

planning, and implementation of work across technical sections, especially regarding 

duplication in field visits. 

 

MCO staff also largely cited the reduction of program transaction costs as another reason for 

integration. Numerous key informants told a similar story of going to a project site and meeting 

another UNICEF staff member from a different technical team or project. Key informants observed 

that this was an inefficient use of resources, as the staff had traveled to locations separately, without 

knowing the other person was there or what they were doing. As such, duplication also has significant 

costs. Multiple informants named cost effectiveness as a primary reason for integration, noting that 

technical sections create multiple expenditures for one child in things like per diems, workshops, and 

transport. Just less than 50% of the MCO staff survey respondents agreed with the statement, “In my 

office there is little duplication of work” (See survey results in Addendum A). 

 

Reduced duplication also relates to external factors necessitating the integration journey. With 

increasingly limited funding available, improved use of resources is not only desirable but necessary to 

maintaining the country office operations. Key informants cited that funders are increasingly 

demanding integrated services. However, others stated that sector specific funding would also be a 

barrier to integration. More investigation is needed to identify the extent to which funding streams 

demand or inhibited integrated work. 

 

Finding 4: Quick adaptation, adjustment, and re-imagining ways of working will be 

future constants. 

 

Among the change management key messages are the idea that the office is, “taking this opportunity 

to change how we do business to deliver stronger and faster results for the children of Malawi in a 

more holistic manner.”17 This aim is often connected to the use of Agile methodology in Task Teams, as 

well as the use of HCD work, which are seen as ways to develop solutions and mobilize resources and 

funding in a rapid manner, while minimizing organizational risk.18 A number of change management 

documents mention agile project networks that, “serve as a continuous change function to help 

respond to the ever increasing pace of change.”19 The change management key messages also cited 

demand for these changes coming from the United Nation’s  secretary general’s office, which included 

“Improving the speed and responsiveness of service delivery” as one of six priorities for management 

reform, along with ensuring effective resource management, and enhancing transparency and 

accountability.20 

                                                      
17 CMR 5 - Key Messages for Approval 
18 CMR 6; CMR 8; CMR 10 - UNICEF Change Story Part 2 
19 IMP 7 - Change Management Plan; IMP 8 - New Human Capital Model 
20 UN. Management Reform. 

https://reform.un.org/content/management-reform
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Finding 5: New ways of working can help UNICEF to attract and retain staff. 

 

Another well-documented aim of the MCO change journey is to attract, engage, and motivate UNICEF 

staff. Early in the change journey, an MCO change consultant wrote that, “in order to increase impact 

and attract talent, [large scale, hierarchical] organisations need to modernise by finding new ways of 

organising work and people,” and that this is the objective in operationalizing the new MCO CPD.21 

Steenkamp noted the “change vision underpinning the implementation of the CPD is, ‘inspired staff 

[who] transform the MCO to deliver integrated results efficiently to children.’”22 Similarly, the change 

management plan noted that to modernize, the MCO needs a culture in which collaboration is 

ingrained and employee innovations are nurtured and supported.23 The MCO office sees integration 

not only as a way to improve results, but also as a way to motivate employees, modernize the office 

structure, and bring in new ideas. 

 

Staff showed agreement that office changes would be accepted positively, and even be motivational. 

When asked in the all-staff survey how excited they were to be asked to work in a more integrated 

manner on a scale from zero (I don’t want to be asked to work in this way) to 100 (very excited), the 

overall average rating among respondents was 76. Additional breakdown is included in Chart 2 below, 

with complete survey results in Addendum A. 

 

Chart 2. All-staff survey responses to: How excited are you to be asked to work in a more integrated 
manner? Slider from 0 (I don’t want to be asked to do this) to 100 (very excited) 

                                                      
21 IMP 8 - New Human Capital Model 
22 IMP 8 - New Human Capital Model  
23 IMP 7 - Change Management Plan 
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Response Group 

 
Mean Rating Among Group 

Total: 68 respondents 76 

Men: 31 respondents 78 

Women: 30 respondents 77 

Involved in change: 54 respondents 77 

Not involved in or don’t know about change: 
14 respondents 
 

72 

Staff 6 months or less: 13 respondents 90 

Staff 7-24 months: 14 respondents 77 

Staff more than 2 years: 33 respondents 74 

 

Key interviewees shared this excitement and motivation, expressing a general desire for professional 

development through increased learning and increasing overall organizational effectiveness. 

Interviewees passionately spoke of the differences that could be made through integrated work, 

including learning from others in the office and achieving the mission of UNICEF. One interviewee 

noted that, “change is important not only for results for children but also for professional development 

and staff satisfaction and motivation. For example, I am learning new things every week in this office 

which gives me satisfaction.” These sentiments generally show a willingness and enthusiasm from a 

new way of working, in large part motivated by the organization’s mission to realize the rights of the 
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children of Malawi. In this, the MCO has potential to motivate and attract staff who are innovative and 

excited about working in a child-centered manner. 

Phase 1. Vision 

In order to experiment, we will need to create and agree upon a guiding framework 

that is child-centered. 

 

Finding 6: The MCO is experimenting and course correcting. Messaging and ideas have 

adapted over time. 

 

Experimentation is expected to accompany innovation. Changes in thinking and practice are a positive 

sign that feedback is informing future action. The MCO change journey has exhibited, and is still 

undergoing, a number of such changes in key messaging and thinking. Noting these changes is 

important because the first step in the Theory of Change is to, “create and agree upon a guiding 

framework.” Understanding where messages have changed and are changing is thus critical, as these 

differences in semantics and terminology show areas where there has been divergent ways of thinking. 

Additional clarification and communication may be necessary to ensure a guiding framework is indeed 

agreed upon.   

 

Two key examples of divergent thinking and changes in messaging over time include the Pillar 

framework, and the extent to which agile methodology is included in the Theory of Change. 

While the CPD does call for organization around the life cycle of the child, the CPD uses the term 

“components” to describe the new structure, noting that the components map to “pillars” of the 

UNDAF.24 The term “pillar” is included in the component strategy documents, which all clearly 

delineate four pillars.25 Later, however, in the Key Messages for Change document it is stated that 

there is no Pillar 4, but rather three pillars that are each supported by the Program Effectiveness 

team.26 Pillars are a critical piece of MCO staffs’ visioning of the charge set out in the CPD, thus 

agreeing upon the underlying structure (i.e. three or four pillars), what they are called, and how they 

are conceptualized is necessary. Additionally, the relationship between Task Teams and Pillars is not 

yet clear. A change management report in March of 2019 refers to Task Teams as being situated within 

Pillars, while later sources site Task Teams as free floating and outside of Pillars, with the exception of 

Pillar 3’s Agile Integrated Program Development (AIPD) Task Team. 

 

                                                      
24  CPD 1, p. 5 
25  CPD 2, CPD 3, CPD 4, CPD 5 Pillar Strategy Documents 
26  CMR 5 - Key Messages for Approval 
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A network of Agile Projects was originally central to the change framework. In February, 2019, the CLT 

discussed the term “Agile Projects.”  Some members claimed it was creating unnecessary confusion 

amongst staff. A counterpoint was made that the way these projects are funded and run (using lean 

and human centered design principles) meant that they were different to Task Teams and that by 

calling the Agile Project network “Task Teams”, there was not an acknowledgement of new ways of 

working. After “robust debate”, it was agreed that Agile Projects would be referred to as ‘Task Teams 

working on agile projects’.”27  There is one Task Team dedicated to working in an agile way that does 

still exist squarely within Pillar 3. 

 

Finding 7: The framework laid out in the CPD has not yet changed structures or office 

thinking to be completely child-centered; there is a strong pull back toward the 

comfort and habit of organizing and adhering to technical section/sector expertise. 

 

Multiple key informants described the desired shift laid out in the new CPD as a shift in mindset, one 

with children at the center. However, from a change in mindset it was also noted that there must 

come a change in process or the change is merely on paper. Survey respondents similarly brought up 

concerns about changes being superficial, rather than truly affecting ways of working. 

 

For now, the adopted pillar structure has not yet deeply changed office operations or dramatically 

shifted the sector-centered, as opposed to child-centered, ways of thinking and working. In the MCO’s 

organogram, individuals are labeled and organized under technical families, with no reference to 

pillars.28 In Task Team documents, staff are identified first with a technical title, then occasionally given 

a parenthetical reference to the Pillar within which they sit. Pillar 1 is frequently referred to by the 

technical family expertise of the staff member through which it is headed, “Health” and similarly Pillar 

2 is often interchanged for “Education” or, slightly more broadly, “Education and Adolescence.” One 

key respondent noted “The pillars risk becoming empty shells, heavy bureaucratic layers… they are not 

helping conceptually to address some problems that cut across pillars and now we have new 

silos…what if you go to a community [from Pillar 3] and they say our biggest challenge is health, and 

basically, they just know you can’t say that, because that’s pillar 1.” 

 

If pillars are simply synonymous with their major delivery platforms (i.e. Health for pillar 1, and 

Education for Pillar 2) they do not aid the MCO in overcoming working silos. Similarly, if there is not a 

conscious effort to work across pillars, there is a significant risk of creating new silos which may not 

always be conceptually appropriate or useful to delivering child-centered programs. This is evident as 

well in that not all technical families are represented in both Pillars; for example, HIV is only housed 

within Pillar 1.29  

                                                      
27 CLT 3 - Outcomes of Guiding Coalition meeting 
28 CPD 7 - Approved Organogram 
29 CMR 5 - Key Messages for Approval 
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Tradition and entrenched values and systems provide strong resistance to a shift to pillar-centrism. 

Technical expertise has long been valued and rewarded within the UNICEF system. One key informant 

noted, “[In the past] the more focused on something you are as an individual the more applauded you 

are and the more funding you get in that line. New ways of working are taking away personal trophy 

programs. We just need to know how best to give the trophy- not to that personalized level but to 

efforts on integration.” Understanding employee motivations, including formal and informal rewards, 

will be a large part of shifting office culture away from technical sectors to more child-centered work. 

 

Finding 8: The entire office has not participated in the change process. 

In a discussion on the Theory of Change, members of the CLT showed differing perspectives that the 

entire office would need to be involved in the change journey. Both office structures and personal 

behavior were cited as reasons that some may not need to, or just may not, participate in the changes. 

Structurally, the team felt that while some positions would be largely affected, other staff with 

responsibilities outside of direct program operations may not be impacted. MCO Leadership also noted 

that in any change, there will be a small subset of individuals who do not participate and act in new 

ways.  

 

At this point in time, change communication and involvement has targeted Pillar staff, and not felt 

participatory across the office. In an all-staff survey, 69 staff responded to a question asking them to 

rate the truthfulness of the statement, “the change management process is transparent, participatory, 

and organized” on a scale of zero (not at all true) to 100 (very true). Actual responses ranged from zero 

to 100, with an average (mean) rating of 55. Many explanations of ratings less than 50 focused on the 

“organized” part of the statement, noting confusion surrounding the change processes. 18 individuals 

responded on the survey that they are not involved in the change journey, and 4 responded they did 

not know about the change journey. 

 

While program effectiveness began as a fourth pillar, it is no longer discussed with pillar verbiage but is 

instead conceptualized as a structure that undergirds the existing three pillars. Thus far, operations 

have remained largely untouched by integration, an issue brought up repeatedly as a risk to the 

change during evaluation site visits. Budgets, planning worksheets, reporting mechanisms, 

procurement processes and other forms and operations are still organized around technical sectors, 

leading to an extra level of bureaucracy in that staff are required to organize documents and processes 

within a pillar on the surface, and technical sections underneath.  

 

Finding 9: Communication of the changes has been somewhat participatory, but also 

largely through one-way channels.  
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The main mode of participatory communication and buy-in creation for office changes has been 

through empathy “blitzes,” which are highly facilitated, hands-on workshops intended to solve a 

specific challenge using existing resources in a creative, original, and practical manner.30  According to 

MCO communications, the MCO engaged in a number of ‘Blitz’ workshops, “in order to co-create the 

new MCO office structure as well as to nurture a new office culture, fully embracing convergent 

programming. Throughout this process, much effort was put on empathizing with staff needs, building 

on their ideas, and fully involving staff in developing solutions.”31  In the Change Management Plan for 

Operationalizing the CPD, a series of multiple weekly blitzes was planned, however documentation 

exists from just three: a blitz with matrix management staff, a blitz within Pillar 2 and a blitz within 

Pillar 3. Additional participatory communication methods include empathy 1:1 meetings, and 

suggestion boxes placed around the office.  

 

Outside of these channels, documented communication is largely one-way- informing staff of changes 

but not encouraging feedback or participation with the changes. Examples of one-way communication 

include a poster-campaign initiated by the CLT, as well as an electronic newsletter. Guidance notes on 

matrix management and Task Teams were also created, and emailed to staff by the Deputy 

Representative. 

 

Unfortunately, there is evidence that these communication efforts have not been successful in 

explaining the changes and end goal to MCO staff. In the all-staff survey, the two most commonly used 

words to describe personal experience with the change journey were, “confusing” and “challenging.” 

When asked in the survey, how clear are you about how to do your job in an integrated way? The 

average rating (on a scale of 0-100) was only 62, with responses varying considerably. Key informants 

noted the potential disconnect between communication channels and observed action, as well as the 

need for frequency of messaging, especially when undergoing change; “Change doesn’t come easy and 

falling back into old patterns happens. At this point, we need frequent reminders and nudges to push 

people back into the new, uncomfortable space, like someone pushing balls back into the air.” 

Especially with change still occurring, clear and consistent communication will be necessary to 

maintain participation in the journey going forward. 

 

Finding 10: Leadership transitions present a risk to momentum and institutional 

memory as they relate to the change journey. 

 

While a desire to and excitement for change exists within the MCO, the groundwork for change has 

been instituted in large part by the Country Representative, who left the Malawi post as of July 19, 

2019. Changes will necessarily need to continue to be supported by the incoming Country 

Representative to be a priority amongst reporting staff. A new Deputy Representative will also be 

                                                      
30 CMR 7 - Briefing for ESARO 
31 CMR 7 - Briefing for ESARO 
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appointed after the arrival of a new Country Representative. Together, these positions hold significant 

power over the direction and momentum behind office initiatives.  

Phase 2. Experiment 

In order to scale and grow, we will need to put in place structures and allocate time 

and resources to support practicing innovation and integration. 

 

In April, 2018, UNICEF MCO consultant Paul Steenkamp laid out a range of options for a more 

collaborative, creative, co-designed structure.32 Out of this original menu, the MCO has moved forward 

with implementation of the following pieces to operationalize the CPD: 

1) Matrix Management: a two-dimensional management structure with a horizontal reporting line 

in addition to a vertical reporting line33 

2) Task Teams: flat management groups involving relevant technical experts from across the MCO 

to tackle specific, time-bound challenges or address specific needs.34 

3) Software and Technical Tools: Microsoft Project Management software has been implemented 

and is being used in Pillar 2 and with the Spotlight Task Team. Other possible software solutions 

for project management include TeamGantt (an online project planning tools) and Kantree (an 

online work management platform). 

4) Integrated Planning and Reporting Mechanisms: MCO staff have expressed the need and desire 

to reshape previously used tools and templates for work planning, monitoring, reporting, 

accounting, and project proposal in order to be integrated and ensure that past findings inform 

future decision-making. 

 

Findings regarding each of these structures and tools and their role in the change journey are outlined 

below. Additionally, Pillar 2 has continued to experiment with structures and ways of working to 

encourage cross-sector collaboration within the pillar. A list of these experiments is included in 

Addendum F.There is not yet a plan to move these experiments from phase 2 into the scale and grow 

across the office of phase 3, there is still learning to be done. 

 

Matrix Management Findings 

 

                                                      
32 IMP 4 - Co-Designed Structure Process Review 
33 MM 4 - Matrix Offerings 2019 
34 CMR 10 - Change story part 2 
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Finding 11: Training is needed to fully implement matrix management, especially 

among managers. The transition to the new management structure has led to some 

staff feeling overwhelmed and undervalued. 

 

The Change Management consultant team first called for matrix management capacity building in 

March.35 CLT members echoed this need for formalized guidance on interaction between line and 

technical managers.36 In June, documented challenges include discomfort and unclarity among staff 

and management.37 Responses to the all-staff survey similarly showed matrix management as being a 

difficult and confusing piece of transition. Staff reported confusion in reporting lines and concerns that 

performance would not eventually be reviewed by both managerial reporting lines. Communication 

between managers was a key challenge as noted by staff: 

 

“When it comes to the role of chief of sections and pillar managers there is still  a clear gap on 

roles and responsibilities. This may bring a lot of challenges and frustrations to the managers 

and the staff.” - Key Informant 

 

“Some matrix managers do not even know the roles and responsibilities of their supervisees 

hence this compromises their supervisory role.  No proper guidance from managers.” - Survey 

Respondent 

 

Staff affected by matrix management outlined their frustrations in an empathy blitz held in March of 

2019. Participants noted a lack of communication between Line and Technical Managers, as well as a 

lack of management skills and shared understanding of how the management structure should 

function.  

 

The roll-out of matrix management without proper training of matrix managers took a toll on staff 

morale. Not only were matrix managed staff confused, they reported lost confidence in their technical 

skills, frustration, and exhaustion. These themes came out in the matrix management empathy blitz, 

key informant interviews, and the all-staff survey. 

 

“I feel underqualified for this work. I am losing interest, so I feel like I am not working as hard as I could 

be as I am so confused.” 

-Matrix management empathy blitz participant38 

 

                                                      
35 CMR 1 - Change Management Update- February to March 2019 
36 CLT 5 - Meeting Report, April 8, 2019 
37 CMR 11 - Six months in ppt. 
38 MM 1 - Matrix management empathy blitz 
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“ The fact that I am matrixed should not make my work any difficult and complicated. I cannot have 

more than four people wanting to be in charge of me, direct me, instruct me, call me to meetings, want 

me to report to them....   Please let me work, Please. Give me space to work and deliver. “   

 -Survey respondent 

 

“[We need] more and more collaboration, more and more coordination between the various 

supervisors that have been entrusted to supervise people in the matrix… They should be touching base 

with the other supervisor to say what I am to do, because that prevents the supervisee from being 

loaded with too many demands where they can’t meet the requirements from different supervisors and 

also ensures that all the supervisors are aware of what the supervisee is working on.”  - Key 

Informant 

 

The MCO has contracted with International Matrix Management Institute, Inc. to carry out the 

necessary training on matrix management. This training is a wise investment, as it addresses the 

culture of matrix and flat management structures, in addition to the nuts and bolts of implementation. 

Going forward, staff were able to identify opportunities for matrix management to add value, including 

the experience to interact with individuals from different disciplines and to grow professionally.39 

 

Task Team Findings 

 

Finding 12: Task Teams encourage cross-sectoral work, which drives positive, child-

centered program results. 

 

One area where changes in office structure have begun to show an increase in cross-sector work is 

Task Teams. A key informant noted, “Something that’s working is along the lines of the Task Team 

where you have your thematic sector or unit and you have an issue to address or maybe an output 

that you want to achieve. To do that you need to draw on expertise from different teams so you create 

a multi-sectoral team around this and then implement to achieve this output.” Additionally, Task 

Teams include enhancing integration and working in multidisciplinary problem solving in their TOR 

objectives. 

 

Examples of successful cross-sector, child-centered integration within Task Teams include the Spotlight 

Task Team, which has led to greater credibility and appreciation for the work; and the Cholera Task 

Team, which was able to use new facilitation methods to come up with a more integrated work plan, 

rather than simply copy and pasting together information from various technical sections. A key 

informant described the results: 

 

                                                      
39  MM 1 - Matrix management empathy blitz 
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 “One good example of integration is our work on Cholera preparedness and response. When we 

submitted the proposal we already identified who is responsible for which activities but it is one 

proposal, one objective, one methodology. Staff travel together and they closely work together in terms 

of report writing, training, monitoring. The integrated team were able to utilize a significant amount of 

money and demonstrate a good early response and recovery plan in an emergency for this joint 

work including use of innovations. Last year, by this same time, the cholera season- we had about 

939cholera cases reported. But this year that has dropped to less than 25 cases despite the country 

was hit by Cyclone Idai.” 

 

Finding 13: Hierarchy presents a risk to Task Teams through low-participation and lack 

of time management ownership. 

 

While positive results are coming from Task Teams, a well-documented threat to Task Team’s success 

is a remaining hierarchy within the MCO that causes individuals to defer to their managers on 

questions of scheduling, rather than being able to delegate their own time across duties. , This has led 

to low participation in Task Teams which members may not view as critical to their reporting lines. This 

risk is noted by the CLT in April, where CLT members rated  the risk of low participation in Task Teams 

as 90 out of a possible risk score of 100.40 The CLT also flagged this issue in May by noting that many 

Task Team members did not have time allotted for participation in their PER,41  and again in June with 

a report outlining the challenges of Task Teams’ low participation.42 Another briefing similarly 

mentioned that acceptance of flat management was a challenge, resulting in low-attendance of Task 

Team meetings.43   

 

Time ownership was reported as a recurring barrier to participation in Task Teams. Multiple key 

informants talked about staff not being in control of their own time and people being “hijacked” from 

Task Team meetings with other demands by their technical line managers. One informant noted that a 

change in time ownership would require change not just from managers, but also from reporting staff 

who must be comfortable and confident in declining meetings when they already have commitments.  

 

All-staff survey results show that a culture of openness within the office is indeed lacking. Just 35% of 

respondents gave a positive rating to the statement: ‘I feel safe to speak up and challenge our 

processes in my office.’ This is a significant decrease since this question was asked in 2017 (47%) and in 

2018 (48%).  Respondents saying that they neither agreed or disagreed increased to 30% (2019) from 

19% and 18% in previous surveys.  This increase could reflect the shift underway within the MCO with 

nearly one-third of staff not yet holding a fixed position.   

 

                                                      
40 CLT 5 - Meeting Report - April 8, 2019 
41 CLT 7 - Meeting Report - May 27, 2019 
42 CMR 11- Six months in, ppt. 
43 CMR 8 - Briefing Note for the Executive Director 
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Overall, this inability to speak up is a red flag, especially in the context of an attempted move to a 

flatter management structure. The CLT largely agreed that a hierarchical culture is a challenge to 

integration when individuals do not feel they have agency and validity in their work and ideas. The CLT 

concluded that positionally, vertical reporting lines are likely to remain, but horizontal communication 

is important to integrated and innovative ways of working.  

 

Finding 14: Operations and funding structures present a potential risk to Task Teams’ 

ways of cross-sectoral working. 

 

There is a concern among Task Teams that funding and operating structures are not set up to support 

cross-sector ways of working. In a workshop with the Agile Integrated Professional Development Task 

Team, the facilitator noted that resource commitment was a challenge, and that “red tape” could not 

be underestimated. A key informant brought up similar concerns about cross-sector funding, “What I 

found confusing for some interventions is how they’ll be funded... people will come to me and say, ‘will 

this funding come from child protection or health?’ That confusion can affect implementation, 

therefore adequate and clear information on funding for sources for various interventions and 

activities which matrixed people are supporting should be provided at the earliest time possible.” True 

to the change principle that form follows function, if the function of funding is still to provide 

resources to technical sections, or if staff think of funding as related to technical sections, it is likely 

that staff will continue their planning around those resources. In conversations on integration with the 

Lead Developmental Evaluation, staff participants included disconnect between programs and 

operations, fear of donors and donor funding streams, and pre-set, “copy-paste” attitudes about 

activities as things the MCO needed to “do less”. 

 

While some key informants noted that many donors are still oriented by sector in their funding 

streams, more people mentioned an increasing pressure from donors to provide integrated solutions 

and cross-sector work plans as a precondition to funding. More investigation is necessary to determine 

how and the extent to which these processes and structures affect integration. 

 

Software and Tools Findings 

 

Finding 15: Experiments with new software and tools are being piloted in Pillar 2. These 

systems have been slower moving to change.  

 

In order to facilitate collaboration and co-creation within and across Pillars, various project 

management software platforms are being tested and rolled out within the MCO. MS Project has been 

rolled out with professional training in Pillar 2, and the Pillar 2 lead has experimented with TeamGantt, 

an online work-planning platform. The Integrated Program Manager has identified Kantree as another 

possible online platform for project planning and management. It is assumed that software solutions 
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will be necessary to support working in an integrated manner, though uptake and change in the 

practice of technology use has not yet been implemented office-wide. 

 

Integrated Planning and Reporting Findings 

 

Finding 16: There is an identified need for changes in planning and reporting processes 

and tools, but these changes are aspirational thus far. 

 

Objectives of a May Change Management meeting with Program Planning and Monitoring (PPM) were 

to gauge how PPM was experiencing the change journey. Key questions raised by the team were, 

“How can we manage mid-year reporting by outcome area and still ensure a fair representation of all 

sections?” and “How can field monitoring be done in a more efficient/integrated way?”44 The team 

agreed to develop guidelines and tools for integrated reporting, as well as a tool for field monitoring. 

Additional questions were raised about reporting and utilization of funds by pillar, ensuring integrated 

planning, creating a culture of accountability for results not linked to funding streams, and establishing 

data-based decision-making procedures.45  

 

A disconnect and “us/them” mentality between programs and operations was also mentioned in 

multiple integration conversations with the Lead Developmental Evaluator, as well as a need to further 

celebrate operations work. Participants also mentioned that planning, in particular, should be more 

integrated and less rote. 

 

Additional Findings 

 

Finding 17: The Pillar 2 Lead has innovated and implemented additional experiments 

toward the goal of integration. More time and evaluation are necessary to determine 

the outcomes and scalability of these pilots. 

 

Several additional integration experiments have been implemented within Pillar 2, however the DE 

team was unable to triangulate findings on these data points. Additional time and investigation are 

needed to determine the effects of these experiments, as well as their potential to scale within the 

MCO. Unless noted otherwise, the following information was collected via interview with the Pillar 2 

Lead. 

 

 

                                                      
44 IMP 9 - Change Management Meeting with PPM 
45 IMP 9 - Change Management Meeting with PPM 
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VII.     Recommendations 

 

The following recommendations represent the perspective of the developmental evaluator whose role 

as an outsider and data analyst provide a particular point of view which can be helpful. Considering 

and choosing to act or not on these recommendation is the purview of key stakeholders and change 

leadership with MCO.  

  

Use DE to support this journey 

The MCO is at a unique point in its change journey where, as an office, the staff and leadership are still 

discovering what they hope to develop to transform business as usual into truly integrated and child-

centered ways of working, facilitated by the office structure and celebrated throughout the 

organization. Thus, this is an appropriate stage for a complete Developmental Evaluation to assist the 

MCO in defining structurally facilitated integration and offering iterative, evaluative feedback cycles to 

inform program development. A DE would be a useful tool for documenting, learning, and staying 

grounded in reality-testing. A DE would generate actionable recommendations on a regular basis in 

small, digestible and timely communications.  

 

Invest in the journey 

The single biggest risk to the Theory of Change is a failure to invest in the journey itself. This journey is 

a significant undertaking in addition to the day-to-day jobs and operations of the MCO. It is asking 

people to work in different ways. It can be assumed that if the skills, knowledge and desire to do so 

already existed in the right mix then there would not be a need to make changes. Therefore, some 

amount of external help is needed. Conducting a DE is one way to do support this change process. So, 

too, is using external consultants for coaching, training, communication, and other change 

management functions and capacity-building.  

 

Activate the idea of “child-centered” 

From the very beginning, during the development of the CPD, the idea of being child-centered has 

been present. This is an incredibly powerful concept and yet it is remarkably simple and relatively easy 

to grasp its intent and meaning. There is also wide-spread agreement on the idea that whatever 

structurally facilitated integration may look like it will be child-centered. Without attempting to further 

define child-centered, we recommend trying to use child-centered as one of the guiding principles 

depicted on the Theory of Change. It has the potential to be incredibly powerful. Imagine if during 

each task team meeting, each supervision meeting, each proposal development people stopped and 

asked, “How is this child-centered?” This is a very simple practice that could catalyze and focus an 
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office-wide discussion that would likely drive integration and act as a first attempt at shifting mindsets 

toward the goal.  

 

Pause to clarify current understanding 

The changes to date have been relatively rapid—and will continue to be—but this means that quickly 

meanings of terms, goals, ideas of success can all shift among a small number of people but no longer 

are shared among a larger group. There is a need to regain a more office-wide shared understanding 

of a few key concepts and ideas that are central to the change journey;  

• Pillars. The very term “pillar” is not used in the CPD and limited metaphorical use. There is 

documentation supporting both a 4 pillar and a 3 pillar system—representing the ambivalence 

around the role and inclusion of operations toward child-centered work. Language referring to 

pillars is sometimes child-centered and sometimes sector centered adding to confusion in 

concept and practice. This is a large, underlying structure to the journey and how it is intended 

to hold, function, and facilitate integration is a core issue.   

• Similarly, there are a few details about task teams that would benefit from clarification. Mainly, 

are they a part of specific pillars or more generally how do they fit in the organizational 

structure? 

• How much of the MCO is expected to be involved and to participate in changes related to this 

journey? There are a variety of opinions on this question even among key leadership. Its 

answer touches on just how fundamental a change integration represents to the organization 

and also has relevant to more practical matters such a communication strategy, performance 

reviews, and hiring strategy. 

Get ahead of communication  

Hiring a communication specialist to craft a plan that identifies key messages, effective channels, 

frequency, responsibility, and emotional hooks for this change would likely accelerate the work in two 

ways; (1) require clear thinking and input from leadership, (2) on board and woo more of the staff to a 

higher level of participation and understanding. It would also take some of the burden from the CLT to 

do all things related to the change journey. Finally, a communication plan that is executed would be a 

very clear piece of work to evaluate and learn from as it unfolds.  

Use the concept of “empathy” from the design world 

Pillar leads, and the external change management consults have utilized empathy sessions or empathy 

blitzes to great effect so far in this process. These sessions/blitzes have simply been taking time (in a 

group or one-on-one) to ask people, “How is this going for you?”. Practicing empathy by stopping to 

connect and reflect together on someone’s experience is powerful and good practice in and of itself. It 

also generates a lot of useful information to inform decision-making and uncover unexpected results 

of changes or practices. Taking time to pause and empathize with staff in some way after the planned 
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Matrix Management training would be a great next step in using empathy along this journey. Finding 

other times and ways to check-in with staff on the emotional experience of these changes is 

recommended.  

Build, seek, and use communities of practice  

The idea of a community of practice is to connect people for collective learning. They make use of 

peer-to-peer learning and create places of support and connection that help solve problems, grow 

confidence and skills, use assets efficiently, and advocate. There are several places within the current 

change journey that might benefit from some form of a community of practice; Matrix Management, 

Task team leadership, and Pillar leadership.   
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Addendum A: Staff Survey and Survey Report 

Purpose 

The purpose of the survey was to take the temperature of the staff regarding office changes—gauging 

the knowledge of and perception of the changes underway to date. A secondary purpose was to seek 

input on defining “institutional integration.” 

Staff Survey 

Introduction: 

This survey is part of a Developmental Evaluation, the purpose of which is to collect information about 

the change process toward new ways of working outlined in the CPD and the MCO’s move toward 

institutionalized integration. It is 14 questions long and will only take 5-10 minutes of your time. 

 

Your responses to this survey are anonymous. We will not know which individuals respond. We will be 

unable to link any responses to specific email addresses or persons.  

 

Information gathered from the survey will be used in combination with interviews and lots of other 

documentation to create a baseline description of the MCO’s journey toward greater integration. 

Responses will NOT be used for any kind of individual performance review or judgment of how well the 

office is doing. It is only for the purpose of describing and being able to understand where the MCO is 

on its change journey and ideas for future action. 

 

Thank you for your honest input and participation! 

Survey Questions: 

1. Are you involved in the MCO change journey 

I am involved. 

I am not involved. 

I don't know what you're talking about. 

 

*2. How have you been involved in the change journey to greater integration for the Malawi office? 

Check all that apply. 

I am matrix managed or a matrix manager. 

I am a Task Team member; thematic, programmatic, agile. 

I participated in human-centered-design workshops to create the new Country Program Document 

(CPD). 
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None 

Other (please specify) 

 

3. What 1-3 words would you use to describe your personal experience of the change journey so far? 

No sentences, just words please! 

Word 1: 

Word 2: 

Word 3: 

 

4. How true is this statement: The change management process is transparent, participatory, and 

organized. [slider] 

No, this is not at all true.  Yes, very true. 

 

5. Is there something specific you could share about why you rated it that way? 

*6. How vital do you think integration is to achieving UNICEF Malawi’s mission to realize the rights of 

every child in Malawi? [slider] 

Working in this way will not 
help achieve our mission.  

It is essential that we work in 
a more integrated way. 

 

*7. How excited are you to be asked to work in a more integrated manner? [slider] 

I don't want to be asked to do 
this.  Very excited. 

 

*8. How clear are you about how to do your job in an integrated way? [slider] 

Not at all clear.  Very clear. 

 

9. Do you agree or disagree with this statement: In my office there is little duplication of work. 

Strongly agree 

Agree 

Neither agree nor disagree 

Disagree 

Strongly disagree 

 

10. Do you agree or disagree with this statement: I feel safe to speak up and challenge our processes in 

my office. 

Strongly agree 

Agree 
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Neither agree nor disagree 

Disagree 

Strongly disagree 

 

11. Please think about your day-to-day work. If your work were to be “more integrated”, what’s the 

first thing that would change? Why?  

 

Hint: there are no right or wrong answers. This is the beginning of a big discussion; all input is 

necessary and welcome! 

 

12. At this time, is there anything else you feel compelled to share? 

 

Institutional Integration Staff Survey Results 
 

Submitted to UNICEF Malawi Country Office Change Leadership Team 
8 July, 2019 Executive Summary  

Respondents 

84 (45%) of 186 people responded, 64 (34%) completed the survey. The sample was nearly equal male 

to female (31/30) and nearly equal of those who are new in the last two years (31) versus employed 

longer than 2 years (33).  

Highlights 

+ 18 people identified as not involved in the change and 4 people didn’t know what it was.  

+ The 4 most commonly used words to describe personal experience with the change were: 

Confusing, Challenging, Interesting, and Exciting. 

+ The question with the most varied response and lowest average rating (55 of 100) was: The 

change management process is transparent, participatory, and organized.  

+ The highest average rating (80) was regarding how vital integration is to achieving UNICEF 

Malawi’s mission, with a notably higher average for staff who are involved (83) than those not 

involved (69), and for staff newly hired in the last 6 months (90) than those working more than 

2 years (79). 

+ The second highest average rating (76) was about the excitement people feel to be asked to 

work in an integrated manner.  

+ This is contrasted by people’s response to:  How clear are you about how to do your job in an 

integrated way? The average rating is only 62, but responses vary considerably. The notable 

outlier is people hired in the last 6 months whose average rating is 82. 
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+ 48% of people feel there is little duplication of work in the office, compared to 40% when asked 

in 2018.  

+ 35% of people gave a positive rating to the statement: I feel safe to speak up and challenge our 

processes in my office. This is a significant decrease since this question was asked in 2017 

(47%) and in 2018 (48%).  

Notes 

There are a lot of really positive things to build from: staff see integration as vital to mission 

achievement (a possible source of motivation) and are excited about being asked to work in this way. 

People are using mostly positive words to describe their experience so far, despite also clearly, 

collectively expressing challenge, confusion and difficulty with the changes. Many people (more than 

50%) chose to answer the final open-ended question, “Is there anything else you feel compelled to 

share?” showing high engagement, willingness to participate, and ideas/opinions—all really positive 

when engaging on a change journey. And the growth by 8% in people feeling there is “little duplication 

of work” may be a leading indicator of successful integration, if integration is associated with 

efficiency.  

 

There is room for growth in managing the change to be more consistently transparent, participatory 

and organized in process. Also, for giving and gaining clarity of how to be more integrated and clearly 

communicating this across the office. The significant fall in people’s perceived safety to challenge 

processes is troubling. It has potential implications for flattening hierarchy and the office’s ability to 

innovate—both ideas expressed as useful to creating institutional integration.  

 

People had good ideas for ways to increase integration and what integration would look like. 

Specifically, (1) cross-sectoral work and decreasing the importance of sectors, (2) working toward less 

hierarchy and greater management coordination, (3) remembering to include planning, monitoring, 

administrative processes, development partners and Malawi government in integration changes. 

 

Full Results 
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Survey Respondents 
 

● The survey was sent to 186 
MCO e-mail addresses and 
again as a weblink 

● 91 (49%) of the original e-
mails were opened, 88 
unopened (47%), and 7 (4%) 
bounced. 

● 84 total respondents: 64 
completed surveys, 20 left 
incomplete 

● 31 male and 30 female 
respondents (3 “prefer not to 
say”) 

 

Survey Responses:  
 

1. Are you involved in the MCO change journey? 

 
2. How have you been involved in the change journey to greater integration for the Malawi office? 

● In total: 26 involved in matrix management, 35 Task Team members, 22 HCD participants 
Breakdown: 

● 11 matrix managed or a matrix manager 
● 9 matrix managed/r and Task Team member 
● 4 matrix managed/r and HCD workshop participant 
● 5 matrix managed/r, Task Team member, and HCD workshop participant 
● 19 Task Team members 
● 4 Task Team member and HCD workshop participant 
● 9 HCD workshop participants 
● 18 none 
● 2 other 
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3. What 1-3 words would you use to describe your personal experience of the change journey 
so far?  

 

1. Confusing x 11 

2. Challenging x 8 

3. Exciting x 7 

4. Interesting x 6 

5. Participatory x 4 

6. Innovative x 3 

7. Unclear x 3 

8. Great x 3 

9. Good x 3 

Overall: 

● 93 positive words 
● 29 negative words 
● 39 words expressing difficulty, 

confusion and challenge. 
 

4. How true is this statement: The change management process is transparent, participatory, and 

organized.  
0 = No, this is not at all true 100 = Yes, very true 

● 69 total responses 
● Mean rating: 55 
● Lowest rating: 0 (four respondents) 
● Highest rating: 100 (two respondents) 

 

Sub Group (no. 
respondents) 

Mean 
Rating 

Men (31) 63 

Women (30)  49 

Involved (55) 59 

Not Involved or Don’t know 
(14) 

40 

Staff 6 months or less (13) 61 

Staff 7-24 months (14) 50 

Staff more than 2 years (33) 57 

6. How vital do you think integration is to achieving UNICEF Malawi’s mission to realize the rights of 
every child in Malawi?   0 = Working in this way will not help achieve our mission.   

       100 = It is essential that we work in a more integrated way. 
● 68 total responses 
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● Mean rating: 80 
● Lowest rating: 0 (two respondents) 
● Highest rating: 100 (nineteen respondents) 

 

 

Sub Group (no. 
respondents) 

Mean 
Rating 

Men (31) 84 
Women (30)  78 
Involved (54) 83 
Not Involved or Don’t know (14) 69 
Staff 6 months or less (13) 90 
Staff 7-24 months (14) 81 
Staff more than 2 years (33) 79 

 
7. How excited are you to be asked to work in a more integrated manner? 

0 = I don't want to be asked to do this.  100 = Very excited. 
● 68 total responses 
● Overall average (mean) rating: 76 
● Lowest rating: 0 (three respondents) 
● Highest rating: 100 (nineteen respondents) 

 

Sub Group (no. 
respondents) 

Mean 
Rating 

Men (31) 78 
Women (30)  77 
Involved (54) 77 
Not Involved or Don’t know 
(14) 

72 

Staff 6 months or less (13) 90 
Staff 7-24 months (14) 77 

Staff more than 2 years 
(33) 

74 

8. How clear are you about how to do your job in an integrated way?  
0 = Not at all clear.  100 = Very clear 
 

● 67 total responses 
● Mean rating: 62 
● Lowest rating: 0 (two respondents) 
● Highest rating: 100 (eight respondents) 
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Sub Group (no. 
respondents) 

Mean 
Rating 

Men (31) 66 
Women (30)  57 
Involved (54) 67 

Not Involved or Don’t know 
(13) 

43 

Staff 6 months or less (13) 82 

Staff 7-24 months (14) 53 

Staff more than 2 years (33) 57 

9. Do you agree or disagree with this statement: In my office there is little duplication of work. 

 Total Men Women Prefer not to 
say/blank 

Strongly agree 10 5 3 2 
Agree 22 13 7 2 
Neither agree nor disagree 16 7 9  
Disagree 15 5 8 2 
Strongly disagree 4 1 3  

 
 
10. Do you agree or disagree with this statement: I feel safe to speak up and challenge our processes 
in my office. 

 Total Men Women Prefer not to 
say/blank 

Strongly agree 9 7 1 1 
Agree 15 8 6 1 
Neither agree nor disagree 20 10 10  
Disagree 16 4 9 2 
Strongly disagree 7 2 4 1 
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11. Please think about your day-to-day work. If your work were to be “more integrated”, what’s the 
first thing that would change? Why?  
 
Top emerging themes include: 

● Importance of cross-sector work (abolishing sections, working in cross-sector teams, sharing 

planning, outcomes, and ideas across programs, etc.) 

● Need for better coordination among management and change from hierarchy to flat 

management structure. 

● Discussion of including planning, monitoring, administrative processes, and development 

partners and Malawi government in integration changes. Often noting resistance among these 

factors. 

● Identifying the need for a shared vision. 

● Better resource use and management and greater efficiency. 
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Addendum B: Key Informant Interview Script and 
Protocol 

Purpose 

Interviews focused on harvesting ideas of what institutional integration means, specific successes and 

challenges of the changes experienced so far, most pressing risks and opinions on opportunities not to 

miss. The interviews were intended to add depth to survey and other data collection.  

Baseline Interview Script 

Introduction:  

Hello, thanks for agreeing to talk with me today. You have been identified as a key informant, someone 
who will have unique insight into the change journey of the Malawi office. You are one of 8 people I 
am speaking with.  
 
The purpose of the interview today is to collect information about the change process so far and to 
simply map where the office is today. The interviews will be used in combination with survey data and 
lots of other documentation to create a baseline description of your office and your journey toward 
greater integration. The information you share will not be used for any kind of performance review or 
even judgment of how well you or the office is doing. It is only for the purpose of describing and being 
able to identify areas for action, celebration, or course correction. 
 
I will watch the clock and keep to 30 minutes. I am recording the interview today, to make analysis 
easier. The recording and transcription will not be shared outside of my evaluation team with Picture 
Impact. However, this is not intended to be a confidential interview so please keep that in mind when 
choosing what to share with me. I will check any quotes with you before using them in any report.  
 
Do you have any questions? Shall we get started? 

Interview Questions: 

I know all of these office changes are to support the new CPD which is child-centered and structured 
around the lifecycle. I know the desire was to “institutionalize integration” through structures, 
systems, and ways of working instead of just saying that integration was a priority.  
 
1.     In your view, what necessitated the change? Why is change necessary? What was the situation like 
during the previous country programme that ended in 2018? 
 
2. How would you describe the end goal of all of these changes?  
Probe: How will you know if you’re successful? What are you looking for? What will be different?  
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3. To your mind, is this goal and these changes worth pursuing? Why or why not?  
 
4. Can you tell me about one success so far in achieving greater institutionalized integration? Tell me a 
brief story. What made this possible?  
 
5. What has been most challenging or frustrating?  
Probe: What happened? How did you respond? How did it feel? Is it continuing? Why did this happen?  
 
6. Where have you felt or heard resistance to these changes?  
 
7. What do you think are the strengths and opportunities that facilitate the change management 
journey?  
 
8. What do you anticipate to be the greatest obstacles, threats or risks to achieving success?  
 
9. What new opportunity are you excited about for UNICEF Malawi or your work personally that is only 
made possible by these changes? 

Persons Interviewed: 

Paul Steenkamp  

Maxi Ussar 

Tedla Damte 

Veronica Avati 

Ambonishe Mwalwimba 

Kimanzi Muthengi 

Michele Paba 

Bob Muchabaiwa 
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Addendum C: Task Team Overviews 

Parenting and Early Stimulation Task Team 

The overall objective of the Parenting and Early Stimulation Task Team is to promote increased 

knowledge and skills of parents and caregivers, including adolescent mothers and fathers, on positive 

and responsive parenting, aiming for early stimulation to achieve overall child well-being. In contrast to 

previous, ad hoc support for parenting, the Task Team brings a strong focus on strengthening, 

developing and sustaining a coordinated, trained and professional workforce well-versed in Early 

Childhood Development (ECD) knowledge and skills, and creating an enabling environment for 

communication on ECD, care and learning, non-violent discipline, and effective parent-child early 

stimulation. The Parenting and Early Stimulation Task Team’s objectives span various technical sectors 

and priorities include guidelines, strategies, and framework development; advocacy, communications, 

and C4D; integration of parenting and early stimulation across UNICEF Malawi programs; resource 

mobilization; and gender and ECD in emergencies.  

Spotlight Task Team 

The Spotlight Task Team is responsible for the overall management and implementation of the 

Spotlight Initiative. The Spotlight Initiative is a multi-year program focused on eliminating violence 

against women and girls (VAWG) including sexual gender-based violence (SGBV) and harmful practices 

(HP) in Malawi. The Spotlight Initiative will deploy targeted, large scale investments aimed at achieving 

significant impact in the lives of women and girls and to make visible a renewed investment in and 

commitment to gender equality. It also intends to provide a new model of partnership between the 

United Nations and European Union and the resources for delivery on the SDGs in an integrated 

manner in line with respective mandates.  

Living Schools Task Team 

The Living Schools Task Team is responsible for the overall management and implementation of the 

living schools’ initiatives. In partnership with the Ministry of Education, Science and Technology 

(MOEST), UNICEF has been supporting schools and communities to become more resilient through 

implementing a ‘Living Schoolyard Transformation’ in primary schools. This approach aims to 

transform a school ground into both a child-friendly learning environment, while also making it an 

‘edible landscape’ where students will learn how to grow and cultivate their own foods. This approach 

also seeks to promote improved water management and environmental sustainability in schools 

through promoting the use of rainwater collection, irrigation techniques, surface water runoff and 

fertile soil erosion, air quality improvement (reduction of dust particles that lessen respiratory 

diseases), and ecological-and food resiliency of the school community and schoolyard. The whole-

school approach to climate change means that an educational institution includes action for reducing 

climate change in every aspect of school life. This includes school governance, teaching content and 
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methodology, campus and facilities management as well as cooperation with partners and the broader 

communities. 

 

Data Task Team 

The Data Task Team was established to take on data related projects which are predominantly cross-

sectoral of thematic in nature; that contribute to the overall achievement of outputs and results within 

and across the different pillars.  The Data Task Team has clear responsibilities and is accountable for 

results related to data collection, management and visualization. The Task Team’s unique objectives 

include to focus efforts for efficient delivery of assignments where data play a significant role; to 

enhance and coordinate systematic integrated technical support; and to have a clear and measurable 

approach from planning to implementation stages of best practices, strengthening existing systems, 

better identification of partners and workflows related to data collection, and data management and 

visualization. 

Cholera Task Team 

The Cholera Task Team oversees the planning, implementation, and monitoring of cholera prevention 

and control strategies based on best known practices set out by WHO and the Malawi Government 

Ministry of Health. The Task Team’s vision is that Cholera becomes a disease of no public health 

significance in Malawi by 2023. In the short/medium term, the role of the Cholera Task Team is to 

facilitate rapid response to cholera outbreaks and prevent cholera transmission in communities to 

reduce the disease burden in Malawi. To attain this vision, the cholera Task Team focuses on 

prevention and response so that individuals know the risks of cholera and have the means to act to 

prevent transmission in their communities, cholera is quickly identified among communities, and 

UNICEF is able to mobilize resources and act to save lives.  The Task Team over oversees the 

management of cholera prevention and control activities as and when cholera presents a threat within 

Malawi and its neighboring countries (Mozambique, Tanzania, and Zambia). The Cholera Task Team 

also works to strengthen coordination through active participation in established coordination forums; 

maintain up-to-date coordination and collaboration with relevant partners; support district councils 

with planning, pre-positioning, distribution and monitoring of cholera emergency supplies; ensure 

UNICEF maintains minimum stock levels of standard cholera supplies; and support the dissemination 

of technical and operational guidance for cholera preparation and response. 

Public Finance for Children Task Team 

The Public Finance for Children (PF4C) Task Team’s aim is to influence the size, equity, efficiency, 

effectiveness and transparency of public spending at the national and sub-national level that affects 

children. Positive transformation of public expenditure patterns is one strategy of addressing multiple 

and overlapping deprivations amongst children. It is largely through increased and improved quality of 

public spending that the Government of Malawi can sustainably deliver essential services such as 
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health, child protection, education, nutrition and social assistance to all children. The main purpose of 

the Task Team is to champion Pillar wide implementation of the PF4C strategy (2019-2023) for the 

MCO. The PF4C Strategy was developed in 2018, alongside the new country strategy. Specific 

objectives include: ensuring that the PF4C strategy is translated into concrete actions across all 

Sections and Pillars, including in annual plans; serving as a link between Social Policy and Pillars/ 

Sections on PF4C related assignments/ initiatives to improve integrated planning across pillars; to 

contribute to capacity building of Sections/ Pillars on PF4C related topics; review relevant PF4C 

documents, serve as a bouncing/advisory board to the Social Policy and the MCO on PF4C program 

design, implementation, monitoring and evaluation; and work with Social Policy to undertake analysis, 

advocacy, and capacity enhancement activities to implement the PF4C Strategy. 

Budgeting Task Team 

The Budgeting Task Team TOR has not yet been shared with the evaluation team. 

Professionalization Task Team 

The Professionalization Task Team TOR has not yet been shared with the evaluation team. 

Agile Integrated Program Development Task Team 

The Agile Integrated Program Development Task Team TOR has not yet been shared with the 

evaluation team. 
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Addendum D: List of Documents Reviewed 
 

Purpose 
Making use of existing documentation and data sources to answer specific questions, help build 

frameworks of understanding, or fold into overall learning toward understanding the evaluation 

questions.  

Documentation Included in Desk Review 

No. Document Name Document Date Original Source 

Change Leadership Team Meetings and Communications 

CLT 1 Change Management Reference Group Meeting October 9, 2018 UNICEF MCO 

CLT 2 Email: Invitation to Apply to Join the Guiding Coalition February 22, 2019 UNICEF MCO 

CLT 3 Email: Outcomes of Yesterday’s Guiding Coalition Meeting and Way 
Forward 

February 21, 2019 UNICEF MCO 

CLT 4 Guiding Coalition. Change Leadership Team Meeting Report March 25, 2019 March 25, 2019 UNICEF MCO CLT 

CLT 5 Change Leadership Team Meeting Report - April 8, 2019 April 8, 2019 UNICEF MCO CLT 

CLT 6 Change Leadership Team Meeting Report - April 29, 2019 April 29, 2019 UNICEF MCO CLT 

CLT 7 Change Leadership Team Meeting Report - May 27, 2019 May 27, 2019 UNICEF MCO CLT 

Country Program Documents 

CPD 1 Malawi Country Programme Document April 27, 2018 UNICEF Executive 
Board 

CPD 2 UNICEF Malawi Country Programme of Cooperation 2019-2023 Child-
Friendly, Inclusive and Resilient Communities Pillar Strategy Note 

January, 2018 UNICEF MCO 

CPD 3 UNICEF Malawi Country Programme of Cooperation 2019-2023 Early 
Childhood Pillar Strategy Note 

January, 2018 UNICEF MCO 

CPD 4 UNICEF Malawi Country Programme of Cooperation 2019-2023 Programme 
Effectiveness Strategy Note 

January, 2018 UNICEF MCO 

CPD 5 UNICEF Malawi Country Programme of Cooperation 2019-2023 School-Age 
Children Pillar Strategy Note 

January, 2018 UNICEF MCO 

CPD 6 MCO Proposed Program Structure - Outline January 30, 2018 UNICEF MCO 

CPD 7 UNICEF Malawi Approved Organogram for New Country Programme 2019- October 3, 2018 UNICEF MCO 
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2023 

CPD 8 Mapping of data matrix staff and data Task Team members May 22, 2019 UNICEF, MCO 

CPD 9 UNICEF Global Staff Survey 2017 - Individual Demographic Group Report for 
Malawi - Lilongwe 

2017 Agenda Consulting 

CPD 10 UNICEF Global Staff Survey 2018 - Individual Demographic Group Report for 
Malawi 

2018 Agenda Consulting 

CPD 11 Terms of References for P4-TA Integrated Program Manager May 1, 2019 UNICEF MCO 

Briefings, Communications, and Change Management Reports 

CMR 1 UNICEF Malawi Change Management Update- February to March 2019 March 2019 Paul Steenkamp and 
Maxi Ussar 

CMR 2 UNICEF Malawi - Change Management Report March 2019 March 2019 Paul Steenkamp and 
Maxi Ussar 

CMR 3 UNICEF Malawi- Change Management Update; Period: April to May May 10, 2019 Paul Steenkamp and 
Maxi Ussar 

CMR 4 UNICEF Malawi- Change Management Update; Period:  May to June June 20, 2019 Paul Steenkamp 

CMR 5 UNICEF Malawi Change Management Key Messages for Approval March, 2019 UNICEF MCO 

CMR 6 Briefing note for Rudolf April 15, 2019 UNICEF MCO 

CMR 7 Briefing for ESARO No date UNICEF MCO 

CMR 8 Briefing Note for the Executive Director June, 2019 UNICEF MCO 

CMR 9 Change Story Part 1 April, 2019 UNICEF MCO 

CMR 10 Change Story Part 2 No date UNICEF MCO 

CMR 11 UNICEF Malawi Change Journey- 6 months in, PowerPoint June, 2019 UNICEF MCO 

Implementing the CPD 

IMP 1 UNICEF Malawi Strategic Moment of Reflection Agenda October 23-25, 
2017 

UNICEF MCO 

IMP 2 UNICEF Malawi Country Programme: Where we are now and how we got 
here; PowerPoint 

October 23, 2017  

IMP 3 Strategic Moment of Reflection on the UNICEF Malawi Country Programme 
of Cooperation 2019-2023 

October 23-25, 
2017 

UNICEF MCO 

IMP 4 UNICEF Malawi Co-Designed Structure Process Review Final Report April 30, 2018 Paul Steenkamp 

IMP 5 Bringing the Matrix Structure Alive within UNICEF’s Malawi Country Office December, 2018 Paul Steenkamp 
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IMP 6 Guiding Coalition Vision Blitz January 14, 2019 Paul Steenkamp 

IMP 7 Change Management Plan for Operationalising the New CPD- Phase Two 
(Experiment) 

January 28, 2019 Paul Steenkamp 

IMP 8 New Human Capital Model January 28, 2019 Paul Steenkamp 

IMP 9 Change Management Meeting with PPM May 9, 2019 UNICEF MCO  

IMP 10 Change Management Tracker April 15 - June 26 UNICEF MCO 

IMP 11 Operationalizing the CPD Change Management Risk Register May 27, 2019 UNICEF MCO 

Matrix Management Documentation 

MM 1 Matrix Management Empathy Blitz Outcome Notes March 14, 2019 UNICEF MCO 

MM 2 Matrix Management Guidance Note No date UNICEF MCO 

MM 3 Matrix Management Guidance Note - 2 No date UNICEF MCO 

MM 4 MMI - Matrix Offerings 2019: Getting Started with Matrix Management No date International Matrix 
Management Institute 

MM 5 Phased training Proposal May 27, 2019 International Matrix 
Management Institute 

MM 6 Embracing Matrix Management for Effective Integrated Service Delivery: 
Pillar Two Notes and Lessons 

No date UNICEF MCO, Pillar 2 

Pillar Documentation 

PIL 1 Pillar 2 - Moonshot Blitz Outcome Notes February 11, 2019 UNICEF MCO Pillar 2 

PIL 2 Pillar 3 - Moonshot Blitz Outcome Notes February 11, 2019 UNICEF MCO Pillar 3 

PIL 3 Education and Adolescent Development Concept Note - Integrated Services 
Unit 

No date UNICEF MCO 

PIL 4 Brief on Expression for Civil Society Organization No date UNICEF MCO 

PIL 5 Pillar II Communication PowerPoint No date UNICEF MCO Pillar 2 

PIL 6 School-Led Total Sanitation School Facilitator Training Guide November, 2017 UNICEF MCO 

PIL 7 2019 Annual Work Plan; Pillar 1: Peace, Inclusion and Effective Institutions No date UNICEF MCO 

PIL 8 2019 Annual Work Plan MLW: Programme Effectiveness No date UNICEF MCO 

PIL 9 WASH School Concept Discussion May 29, 2019 UNICEF MCO Pillar 2 

PIL 10 Monthly Output Meeting for Safe Schools May 31, 2019 UNICEF MCO Pillar 2 

PIL 11 UNICEF Malawi Terms of Reference for Monthly Technical Output 
Discussions 

No date UNICEF MCO Pillar 2 

PIL 12 WASH in health facilities budget No date UNICEF MCO Pillar 2 
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Task Team Documentation 

TT 1 Parenting and Early Stimulation Task Team TOR No date UNICEF MCO 

TT 2 Spotlight Task Team TOR February 15, 2019 UNICEF MCO 

TT 3 Living Schools CC Task Team TOR March 26, 2019 UNICEF MCO 

TT 4 Data Task Team TOR No date UNICEF MCO 

TT 5 Cholera Task Team TOR May 2, 2019 UNICEF MCO 

TT 6 Public Finance for Children Task Team TOR No date UNICEF MCO 

TT 7 Cholera Task Team Workplan 2019 No date UNICEF MCO 

TT 8 Setting Up Task Teams Guidance Note No date UNICEF MCO 

TT 9 UNICEF Malawi Country Office Introduction to Task Teams Working in an 
Agile Way 

March 12, 2019 Paul Steenkamp 

TT 10 Minutes; Spotlight Task Team Half Day Team Building Exercise and June No 
Travel Week Task Team Team Building 

June, 2019 UNICEF MCO Spotlight 
Task Team 

TT 11 Task Team Overview with Inputs No date UNICEF MCO 

TT 12 UNICEF Agile Integrated Programme Development Agile Playbook for Task 
Teams 

June 10, 2019 Jennifer Sutherland 
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Addendum E: Site Visit Meetings 
List of meetings observed: 

April 29, 2019: Spotlight Task Team Meeting 

April 29, 2019: Change Leadership Team Meeting 

April 30, 2019: Gates and UNICEF Partnership Working Group Meeting 

April 30, 2019: Parenting Task Team Meeting 

May 1, 2019: Cholera Task Team Meeting 

 

List of meetings facilitated: 

April 30, 2019: Evaluation Learning Questions Development Meeting  
July 15, 2019: Integration Conversation 1 
July 16, 2019: Integration Conversation 2 
July 16, 2019: Change Leadership Team Meeting 
July 16, 2019: Integration Conversation 3 
July 17, 2019: Integration Conversation 4 
July 17, 2019: Theory of Change Development Meeting 
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Addendum F: List of Pillar 2 Integration 
Experiments 
 

Hold on 

implementation 

The Pillar 2 Lead reported placing a hold on program implementation to allow for 

clarity of roles, team formation, developing external messaging, an open call for 

partnerships, and to ensure a break from the old CPD and ways of working. 

New Expression 

of Interest 

A new Expression of Interest was issued to Pillar 2 partners. This was reported by 

the Pillar 2 lead, and confirmed through documentation. 

Meeting with 

government 

stakeholders 

To ensure integrated implementation, Pillar 2 held a rigorous training and 

internalization of the new program with Malawi government leaders and senior 

officials in the Ministry of Education. The goal of the training was to establish a 

mutual understanding of UNICEF’s new way of working. A key message from the 

Pillar 2 Lead was that UNICEF would not fund processes, but instead, solutions. 

Workshops at a high level would necessarily be a facility to a solution- reaching 

the children of Malawi. 

Internal training Pillar 2 has “adopted training as an integral part of change management.” 

Deliberate reflections are used to communicate key messages to the Pillar 2 

team. A formal one-week training was conducted in January where the Pillar 2 

staff broke down the office into seven processes and examined each as to what 

the Pillar was building to remove ambiguity and operationalize change. Staff went 

through the organogram and worked on creating a shared vision for change. 

Reorganized 

organogram 

Responding to feedback from the matrix management empathy blitz, the Pillar 2 

Lead restructured teams to be smaller, composed of three or four people.  

Pillar field trip Pillar 2 took a trip to the field to see how deliverables were joined together, not 

on paper, but in reality. The team sought to ground itself in practical integration. 

This was reportedly the first time a team had gone together to do joint 

monitoring. 

Output 

discussions 

Output discussions are set to occur monthly to provide key updates on the 

Annual Work Plan, raise any resource or technical issues, and “facilitate 

systematic and timely information exchanges across sectors about existing or 

planned programmes and activities to prevent duplication and to create a 

coherent plan that will deliver integrated approaches, are cost effective and 
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allow for the capitalization of expertise across the office.”46 Output discussions 

are meant to be a bottom-up approach, where staff who are matrix managers 

can convene those who are gatekeepers to the success of their work and 

communicate early and often what is needed to ensure project outputs. Another 

purpose of the output discussion is to reduce ad hoc meeting requests. 

Field visit 

guidelines 

The Pillar 2 Lead issued guidelines that visits should be done jointly, with 

individuals from different technical sections going together. 

Public chain of 

command 

The Pillar 2 Lead reported making public the line of authority when acting 

leadership is out of office. This delegation of authority was reported to typically 

be private, and competitive. Now, management has endorsed a new line of 

authority in line with the office OIC processes. The Pillar now has a broader flat 

management structure that is inclusive and internally institutionalized. 

 

  

                                                      
46PIL 11 - Technical output discussion TOR 
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Addendum G: MCO Change Journey Timeline 

Timeline 

Date Event 

2014 Midterm review of the former MCO CPD - recommendations included solutions 

to overcome siloed ways of working. 

2017 Scoping of the 2019-2023 CPD 
2017: July -

November 

Design and draft preparation of the new CPD47 

2017: October 

23-25 

MCO Strategic Moment for Reflection 

2017: November CPD and pillar strategy documents submitted for review. 

2018: January Pillar strategy documents approved. Organogram proposed with pillar leads and 

organized by pillar (this version ultimately not implemented). 

2018: April New CPD approved for MCO 2019-2023 outlining pillars and calling for 

integrated and synergistic ways of working. 

2018: April Change Management Consultant began to assess risks and create a plan to 

operationalize the new CPD. 

2018: October ESARO approved new MCO organogram 

2018: October 9 Change Management Reference Group convened to discuss and plan for 

upcoming office changes. 

2019: January The new CPD began. The Guiding Coalition (now the Change Leadership Team) 

was established. A change management plan was created which finalized agile 

project and matrix management as the first pilot changes to ways of working to 

operationalize the CPD 

2019: February Moonshot blitzes (group visioning sessions) occurred with Pillars 2 and 3. 

Leadership began hosting 1:1 interviews. 

2019: February 2 Spotlight Task Team established 
2019: February 
22 

Email invitation went out to staff to apply to join the Guiding Coalition. 

2019: March Funding was released for Pillar 3 Task Team working in an agile way. Change 

management conducted a matrix management blitz (group session to reflect on 

the process). Change Leadership Team changes its name from “Guiding 

Coalition” after determining it too buzz-wordy. 

2019: March 26 Living schools Task Team established. 
2019: March 27 Parenting and Early stimulation task force established. 

 

                                                      
47 IMP 2 - Where we are now and how we got here 
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2019: April  Pillar 2 launched Expression of Interest for partnerships with Civil society 

Organizations. 

2019: April 1 The Developmental Evaluation commenced. 

2019: April 4 Cholera Task Team established. 

 


