
Welcome!



The Causal Pathways Initiative

Making visible the "black box" of philanthropic and 
systems change strategies, helping us collectively 
see how systems are (or are not) changing

An international network of evaluators, methodologists, 
philanthropic leaders, and more.

Focused on supporting philanthropy, other funders and their 
evaluation partners to open-up the black box of strategy and 
systems change by building awareness, will, and skills to use 
evaluation approaches that can make sense of causal 
relationships without depending on more traditional experimental 
and quasi-experimental approaches.
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Florencia Guerzovich (PhD) is a consultant, thought leader and systems convener with over 20 years of experience working to 
embed evidence a nd lea rning governa nce a nd development s tra tegies  a nd progra mming from the globa l to the loca l levels . 
Florencia  ha s  led impa ct a nd lea rning w ork a t  the  W orld Ba nk’s  Globa l Pa rtnership for Socia l Accounta bility, Tra nspa rency 
a nd Accounta bility Initia tive a nd colla bora ted w ith Open Society Founda tions , Pa ct, a nd W orld Vis ion, a mong others , 
introducing ca usa l pa thw a ys , a da ptive ma na gement, politica l economy a pproa ches , a nd  portfolio a nd sys tems lenses  to MEL 
a nd resea rch. She a lso des igns  a nd delivers  innova tive upskilling a ctivities  through a ct4delivery. Florencia  is  a  Member of the 
Independent Eva lua tion Pa nel of the Globa l Fund to Fight AIDS, Tuberculos is  a nd Ma la ria , the  Ca usa l Pa thw a ys  Netw ork a nd a  
Colla bora ting Resea rcher of Grupo Polite ia , Univers ity of the Sta te  of Sa nta  Ca ta rina . She is  Argentinea n a nd lives  in Bra zil.
https ://w w w .linkedin.com/in/m-florencia -guerzovich-9b3a b74/ https ://medium.com/@florcig 
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Alix W a deson is  a n independent eva lua tion consulta nt w ith 15 yea rs  of experience w orking to support a nd s trengthen socia l jus tice , 
development, a nd huma nita ria n progra ms globa lly. She prima rily w orks  w ith civil socie ty orga niza tions  a nd funders  of their w ork.  
Her thema tic foci include clima te  cha nge res ilience, inclus ive governa nce, socia l a ccounta bility, a nd a dvoca cy. Alix brings  specific 
expertise  in qua lita tive , pa rticipa tory, a nd theory-ba sed eva lua tion methods  to a ssess  ca usa l re la tionships  a nd cha nges  in dyna mic 
sys tems (e .g ., Outcome Ha rvesting, Process  Tra cing a nd Contribution Ana lys is). She is  Ca na dia n a nd lives  in Va ncouver, BC.
https ://w w w .linkedin.com/in/a lix-w a deson-11275452/

Who are we?
Florencia  Guerzovich (PhD) is  a  consulta nt, thought 
lea der a nd sys tems convener w ith over 20 yea rs  of 
experience w orking to embed evidence a nd lea rning 
governa nce a nd development s tra tegies  a nd 
progra mming from the globa l to the loca l levels . 
Florencia  ha s  led impa ct a nd lea rning w ork a t the  W orld 
Ba nk’s  Globa l Pa rtnership for Socia l Accounta bility, 
Tra nspa rency a nd Accounta bility Initia tive a nd 
colla bora ted w ith Open Society Founda tions , Pa ct, a nd 
W orld Vis ion, a mong others , introducing ca usa l 
pa thw a ys , a da ptive ma na gement, politica l economy 
a pproa ches , a nd  portfolio a nd sys tems lenses  to MEL 
a nd resea rch. 
She a lso des igns  a nd delivers  innova tive upskilling 
a ctivities  through a ct4delivery. Florencia  is  a  Member of 
the Independent Eva lua tion Pa nel of the Globa l Fund to 
Fight AIDS, Tuberculos is  a nd Ma la ria , the  Ca usa l 
Pa thw a ys  Netw ork a nd a  Colla bora ting Resea rcher of 
Grupo Polite ia , Univers ity of the Sta te  of Sa nta  Ca ta rina . 
She is  Argentinea n a nd lives  in Bra zil.

https ://w w w .linkedin.com/in/m-florencia -guerzovich-
9b3a b74/ https ://medium.com/@florcig 

Alix W a deson is  a n independent monitoring a nd 
eva lua tion consulta nt w ith 15 yea rs  of experience 
w orking to support a nd s trengthen socia l jus tice , 
development, a nd huma nita ria n progra ms globa lly. 
She prima rily w orks  w ith civil socie ty a nd funders  of 
their w ork.  

Her thema tic foci include clima te  cha nge res ilience, 
inclus ive governa nce, socia l a ccounta bility, a nd 
a dvoca cy. Alix brings  specific expertise  in qua lita tive , 
pa rticipa tory, a nd theory-ba sed eva lua tion methods  to 
a ssess  ca usa l re la tionships  a nd cha nges  in dyna mic 
sys tems (e .g ., Outcome Ha rvesting, Process  Tra cing, 
Contribution Ana lys is). 

She is  Ca na dia n a nd lives  in Va ncouver, BC.
https ://w w w .linkedin.com/in/a lix-w a deson-11275452/

Rela tiona l Rubrics  for Ca usa l Monitoring, Eva lua tion a nd Lea rning ◍ Guerzovich & W a deson



The Challenge 

Overa ll Approa ch

Ca se Study & Exercise

Ins ights

Discuss ion/Q&A 
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Agenda



Lack of fit -for-purpose 
methods  a nd evidence 
a bout w hy a nd how  
sys tems cha nge ha ppens

The Gloom 
and Doom 
Narrative

Ga ps in evidence for 
ca usa l, complex, sys temic 
outcomes
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Quick Poll: Can you relate?

Quick Poll:

Ca n you rela te?
A. 100%! W elcome to my 
w orld!
B. Nooooo, I’ve never 
experienced this .
C. I ma y ha ve been there .

Plea se select 1  of these 
responses  in the Zoom Poll



What we did about it: The How Informs the What
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https://cedilprogramme.org/publications/cedil-research-project-paper-1/


Specify the Sequence  or Steps  in 
the  Ca usa l Pa thw a y explicitly   

Ta ke a  Prospect ive  View  w hen 
outcomes a re  not fully evident a t the  
time of a ssessment (i.e . look a t future  
potentia l or likelihood of the  outcome, 
OECD-DAC 2021)

Bricola ge qua lita tive  methods  to 
ma p indica tors  a nd mecha nisms 

 

Key Requirements Suita b le  Approa ches

Identify the type of outcomes 
of interes t a nd ‘w ha t counts’ 
(Sys temic a nd  Rela t iona l)

Evaluative Judgements about Causal Pathways 



The aspects of performance of focus and interest  

Sequential levels of performance related to the outcomes 

What performance looks like for each level (criteria)

A s tructured  fra mew ork for 
a ssess ing  cha nge a long  a  ca usa l 
pa thw a y tha t  ma kes  clea r:
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What are Rubrics for MEL?

https://www.betterevaluation.org/methods-approaches/methods/rubrics


Our 1st Task:
Develop a consistent method for 

evaluating a complex, systemic outcome 
& indicator that can: 

• Work across similar interventions 
of diverse contexts and actors

• Produce data for aggregation at  
portfolio-level for results that are 

‘greater than the sum of its parts’
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Our Portfolio Test Case: The World Bank’s 
Global Partnership for Socal Accountability (GPSA)



Outcome: 
Elements of collaborative social 
accountability processes are taken 
up by public sector institutions and 
other relevant actors* beyond 
individual GPSA projects.

*Other relevant actors can be 
NGOs/CSOs, WB teams, other 
funders
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The Outcome of Interest  

The GPSA’s  a im is  to contribute  
to the sus ta ina bility & sca le  of 
socia l a ccounta bility processes  



Apply elements of 
colla bora tive socia l 

a ccounta bility 
processes  in 

a dditiona l loca lities  
or sectors

Performance Indicator : Governments/other relevant actors seek to:

The causal pathway 
informs what we 
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Use subs ta ntive 
lessons  for 

improvements  of 
ta rgeted policies , 
processes , a nd 

mecha nisms 

Sus ta in elements  of 
colla bora tive socia l 

a ccounta bility 
processes  a fter the life  

of the project;

Ada pt ins ights  from  
projects  to sca le   

through other 
progra ms or policies ; 
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6. Proa ctively target 
uptake from project 
onset  via entry 
points & ongoing 
dialogue 

1. Focus on the likelihood of 
uptake: key actors (public 
sector actor applying or 
sustaining elements and/or 
lessons of  processes 
(prospective sustainability)

2. Not attempting to 
achieve  
wholesale replication of 
project processes – 
adaptations are expected 

3. Emphasis on 
function, not form – 
many ways to sustain 
& scale

4. Focus on relational 
processes between key 
actors -  with stops and 
starts along the way.

5. Cast a wide net on 
potential outcomes  - 
 identify “what counts”  



The causal pathway informs our judgements
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W orld Ba nk/other 
donors /CSOs used lessons  

or colla bora tive socia l 
a ccounta bility a pproa ches  

to a dvise  public 
sector/other progra ms

Ongoing dia logue 
w ith key a ctors  to 
move the process  

forw a rd for potentia l 
colla bora tive socia l 

a ccounta bility upta ke 

Expecta tions  tha t 
citizens /CSOs w ill 

continue processes  
w ithout support

Assumptions  tha t good 
technica l expertise ,  
qua lity evidence, & 

demonstra ted 
effectiveness  a re enough 

to drive upta ke & 
sus ta ina bility 



Ca st in g a  wid e  n e t  o f sus t a in ab ilit y & sca le  ou t com e s  a lon g t h e  causa l p a t h way
 Work by key stakeholders closely engaged directly in a project are being/were integrated into another 

public sector project/program.
 Public sector counterparts used lessons from the project to inform public reforms and policies.
 Local public sector or service providers (e.g., education officials / schools) adopted, or adapted elements 

of the CSA process from a project.
 The WB/other funders used lessons and project approaches to advise public sector or other 

development partners’ programs.
 The WB/other funders financed an adaptation of the project in the same or other sectors/geographies.
 Examples of uptake, sustainability and/or scale-up of the CSA process led by other I/NGOs & CSOs
 Staff or officials working in the project changed jobs & used the CSA process/learning in new orgs
 Communities/citizens engaged in a project applied their learning and CSA capacity to advocate & support 

improvements to public service delivery (beyond or outside of the project)
 The project actions and trajectory demonstrated identification of entry points & ongoing dialogue with 

key actors* to move the process for potential uptake of forward.
* Relevant public sector officials, other funders, and World Bank operations staff

What counts for uptake for the GPSA portfolio case?
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Unpacking the Causal Pathway of uptake:
Sequencing sustainability & scale in GPSA projects

No evidence of up ta ke likelihood  or 
p rogress  a long  the  ca usa l pa thw a y

Evidence of interes t  from key 
s ta keholders  w ho ca n influence 
up ta ke & decis ion-ma king

Evidence  of concre te  entry points  for 
up ta ke  ident ified  in  govt /others ’ 
p rog ra ms, policies , budgets

Evidence  of ongoing  d ia logue s igna ling  
up ta ke  in to p rogra ms, policies , budgets

Evidence  of concre te  a ct ion(s ) 
for up ta ke  by key a ctors  in  
p rogra ms, policies , budgets

Not be mis ta ken for 100% 
w holesa le  replica tion or 
sus ta ina bility of the colla bora tive 
socia l a ccounta bility process  in its  
current form/loca tion/sector – this  
isn’t a  rea lis tic expecta tion

1

2

3

4

5



The causal pathway 
was embedded into a 
relational sequential 

rubric

Relational Rubrics for Causal Monitoring, Evaluation and Learning ◍  Guerzovich & W a deson

Ma king a  judgement a bout w hich 
level a  project is  ra nked, depends  
on the s trength of evidence a nd 
how  fa r the outcomes  ha ve 
tra velled a long the ca usa l pa thw a y, 
a t the time of a n a ssessment 



Our 2ndTask:
Test drive the method using a sample of 15 

closed projects to :
• Produce credible & transparent rubric 

scores for each project
• Aggregate the results at the Portfolio 

for an overall snapshot
• Reflect on how to improve the process 

& method
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Resources are 
Limited: 

•Relied on the 
secondary data 
available rather 
than real-time 

primary data. Not 
the same as ex-post



Key Steps
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Assess  ea ch p roject  in  the  
portfolio a ga ins t  the  rub ric ba sed  

on a va ila b le  evidence & qua lita t ive  
da ta  a na lys is  to a ss ign the  1-5 

score  w ith  jus t ifica t ions /references

Ca lcula te  the  
b rea kdow n of p rojects  
by rub ric score  – how  
ma ny rea ched  ea ch of 

the  rub ric scores   

Ca lcula te  the  % of p rojects  in  
sa mple  w ith  scores  a bove 1 

to determine the  overa ll % of 
p rojects  w ith  evidence of 
up ta ke or likelihood  for 
sus ta ina b ility & sca le

Provide  qua lita t ive  
exp la na t ions  to a ccompa ny 
the  qua nt ita t ive  results  for 
importa nt  nua nces , ca se  
deta ils  a nd  compa ra t ive  

informa tion

Key Steps in our Portfolio Case 
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How far did projects go down the causal pathway?

0%
0 projects  

13%
2 projects

27%
4 projects

27%
 4 projects

33% 
5 projects

Evidence  of concre te  a ct ion(s ) 
for up ta ke  by key a ctors  in  
p rogra ms, policies , budgets

Evidence  of ongoing  d ia logue s igna ling  
up ta ke  in to p rogra ms, policies , budgets

Evidence  of concre te  entry points  for 
up ta ke  ident ified  in  govt /others ’ 
p rog ra ms, policies , budgets

Evidence of interes t  from key 
s ta keholders  w ho ca n influence 
up ta ke & decis ion-ma king

No evidence of up ta ke likelihood  or 
p rogress  a long  the  ca usa l pa thw a y

1

2

3

4

5100% of sample projects contributed to 
CSA uptake by public sector and/or 
other actors (NGOs, WB, other donors) 
to at least some degree. 
 Based on this conception of sustainability & 

rubric method for assessing uptake. 
 Not to be mistaken for 100% replication or 

indefinite sustainability of CSA processes. 
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Example of a rubric “5": An Oxfam Tajikistan Project 

The European 
Commission
 supported use of 
the GPSA 
project’s 
CSA model 
in other EU-
funded projects

Another CSO adopted the 
project’s CSA model 

to implement it in other 
country locations

WHO Tajikistan used 
the project’s Service 
Performance 
Indicators in their 
own project on 
Water Sanitation 
Sector
assessments and 
water safety plans . 

The Swiss Development 
Cooperation Agency 
promoted  the use of the 
project’s  CSA model  
by implementing  agencies 
that  they  are funding . 

Tajikistan Improving Social Accountability in the Water Sector (TWISA): 
implemented in 5  dis tricts  (84,000+ people) to es ta blish a  community-ba sed 

W a ter a nd Sa nita tion Sector monitoring  sys tem.
All reviewed evidence generated throughout the project and at time of project close.

Project demonstrated active identification of entry 
points and dialogue for uptake with key actors 

throughout the project 
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How did we justify the 
evaluative judgement?

Fun d e r’s  e n d  o f
 p ro je c t  re p o rt

Fin a l In d e p e n d e n t  
Eva lua t io n

Gran t  Pa rt n e r
b i-an n ua l  & fin a l Re p o rt s

Mo n it o rin g d a t a  fro m  h e  
life  o f t h e  p ro je c t

Logic & Triangulation



There are many useful 
sources  you could use to 
assess and justify rubric 
scores in a real-time 
evaluation with primary & 
secondary data
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Ple a se  go  t o  t h is  J am b o a rd  lin k: 
h t t p s :/ / jam b o a rd .go o gle .co m / d / 1m -
q d Hv7Ry40 B1YSn FgjCo wffvFe Qq UNh p yC
d b aKvCCk/ e d it ?usp =sh a rin g 
See example case  and  cons id e r:
• Whe re  e ach  one  is  on  t he  causa l p a t hway 

o f our rub ric  and  ass ign  a  sco re  o f 1-5? 
• What  e vid e nce  would  you  ne e d  t o  jus t ify 

t h is  sco re ?
Time: 20 mins

Let’s Practice with the Rubric

https://jamboard.google.com/d/1m-qdHv7Ry40B1YSnFgjCowffvFeQqUNhpyCdbaKvCCk/edit?usp=sharing
https://jamboard.google.com/d/1m-qdHv7Ry40B1YSnFgjCowffvFeQqUNhpyCdbaKvCCk/edit?usp=sharing
https://jamboard.google.com/d/1m-qdHv7Ry40B1YSnFgjCowffvFeQqUNhpyCdbaKvCCk/edit?usp=sharing


Our 3rd Task:
• Capture learnings & iterate the 

method for improvement 
• Use it in future project final 
evaluations, portfolio assessments 

and ex-post evaluations
• Write a paper to share the 

method, application, lessons & 
recommendations
• Storytelling 
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Reinterp re ted  s ta tus  quo 
eva lua t ions  looking  only for 

p redefined  outcomes  w ithout  
tes t ing  the  a lterna t ive ,   

a b sence of fit  for purpose  
evidence, ra ther tha n a bsence 
of evidence of sys temic effects .

Va lida ted  ca usa l pa thw a ys  
tha t  spell out  how  cha nge 

is  ha ppening  in  ma ny ca ses , 
d is t inguishing  those  from 
how  some sought  it  ought  

to occur 
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Things  look d ifferent  w hen 
w e tes t  complex ca usa lity 
w ith  fit  for purpose  tools . 

The s tories  a re  more   
a ccura te , empow ering  a nd  

inclus ive  exp la na t ions  of 
how  cha nge ha ppens .

 

Insights: Causal pathway thinking and MEL findings

https://docs.google.com/presentation/d/1T_xd7GG2X4_JsH1d2KHxuEXUT-26O75x/edit#slide=id.p1
https://docs.google.com/presentation/d/1T_xd7GG2X4_JsH1d2KHxuEXUT-26O75x/edit#slide=id.p1
https://docs.google.com/presentation/d/1T_xd7GG2X4_JsH1d2KHxuEXUT-26O75x/edit#slide=id.p1
https://docs.google.com/presentation/d/1T_xd7GG2X4_JsH1d2KHxuEXUT-26O75x/edit#slide=id.p1


Read More 

Scaling Up Collaborative Social 
Accounta bility in Complex 
Governa nce Sys tems: A Rela tiona l 
Approa ch for Evidencing 
Sus ta ina bility 

Guerzovich F., W a deson, A. (2024)

W a shington, D.C. : W orld Ba nk 
Group. 

Find Out More

http://documents.worldbank.org/curated/en/099248202082451403/IDU143be23531a0f714f561b91515c596de86102
http://documents.worldbank.org/curated/en/099248202082451403/IDU143be23531a0f714f561b91515c596de86102
http://documents.worldbank.org/curated/en/099248202082451403/IDU143be23531a0f714f561b91515c596de86102
http://documents.worldbank.org/curated/en/099248202082451403/IDU143be23531a0f714f561b91515c596de86102
http://documents.worldbank.org/curated/en/099248202082451403/IDU143be23531a0f714f561b91515c596de86102


• Is this rubrics method relevant 
to your work?

• Would you consider using rubrics 
in your causal pathways 
journey? 

• Do you have questions & 
comments about it?
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Resources from the 
Causal Pathways Initiative 

Presentations & 
trainings to build 
understanding and will

American Evaluation 
Association

Available to attend other 
events by request

Virtual 101 level training 
available on request

Resources to support 
understanding and action

Pending: 
BetterEvaluation.com 
updated resource hub on 
causal pathways

Case studies to provide 
overall stories and more 
detailed examples

Learning and acting 
together with support

Brain Trust to help funders 
work through tough 
questions with field experts

Pending: Peer learning 
spaces and early career 
support

www.causalpathways.org    carolina@causalpathways.org

about:blank
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