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[bookmark: _Toc173494944][bookmark: _Toc221854529].Appendix 1: Case Study on UN Women Georgia Communications

	Strengths
	Weaknesses
	Opportunities
	Threats

	· Communications positioned as a core strategic function,  supporting awareness raising, advocacy and social norms change.
· Strong internal coordination and planning mechanisms.
· Adaptability and contextual sensitivity, with message testing, audience segmentation, and issue-specific framing.
· Effective use of evidence-based communications (data and research), to ensure credibility.
· Successful engagement of non-traditional partners (sports clubs, private companies, creative agencies, influencers) to enhance reach and legitimacy.
· Coverage through diverse channels.
· Principled yet subtle messaging, widely perceived as effective in a current socio-political environment.
	· Lack of predictable core funding, heavy reliance on project resources. Limited ability to implement broader communication campaigns, with no earmarked annual communications budget to support comprehensive campaigns or smaller ad hoc initiatives covering the full scope of UN Women’s work.
· Lean staffing capacity in comparison to the portfolio.
· Limited opportunities for field-based content production due to travel restrictions and administrative constraints.
· Website as a static information platform (in line with corporate structure and standards), attracting mainly academic and professional audiences rather than the general public.
· Slower responsiveness and procedural delays by HQ (approval of social media channels).
· Challenges in consistently reaching certain groups (e.g. migrants, minorities) due to contextual, trust, or access barriers.

	· Growing private-sector interest and engagement in gender equality campaigns (e.g. unpaid care work), offering potential for sustainability and scale.
· Partners’ and public openness to data-driven narratives, creating opportunities to further leverage studies and results.
· Expansion of communications around women’s leadership and political participation.
· Use of alternative and less polarizing entry points (family well-being, workplace equality, sports, budgeting for social welfare) to sustain engagement.
· Continued UN system-wide coordination, particularly through the Gender Theme Group, to amplify collective messaging and advocacy.
· Potential for further youth-focused and digital-first approaches.
	· Intensifying anti-gender backlash, disinformation.
· Shrinking civic space and political sensitivities, limiting direct engagement with civil society actors.
· Dissolving of the mainstream media.
· Declining funding for awareness-raising and social norms change initiatives, risking erosion of long-term behavioural impact.
· Reputational risks to UN Women and partners if messaging is misaligned with rapidly evolving political and social contexts.
· Increasing demand for speed and responsiveness, which is challenging under current approval and funding constraints.
· Risk of losing the gains achieved through prior communications investments.




[bookmark: _Hlk193170022]Introduction: 
This case study examines the role, performance, and contribution of strategic communications implemented by UN Women Georgia during the 2021–2025 Strategic Note period. It was prepared as part of a Country Portfolio Review exercise and focuses on how communications functioned as enabler of gender equality and women’s empowerment outcomes. The analysis explores communications through the lenses of overall country portfolio review criteria - relevance, coherence, effectiveness, human rights and gender equality, efficiency and sustainability, drawing on programme documentation, monitoring data, and qualitative input from UN Women personnel and partners. Particular attention is paid to how communications adapted to recent trends of a changing political and social environment, shrinking civic space, and growing backlash against gender equality narratives.
Communication work of UN Women Georgia operates under a formal Communication Strategy, updated annually and aligned with the Strategic Note 2021–2025, UN Country Team priorities, and the advocacy agenda of the Gender Theme Group. Communications are integrated across all thematic portfolios, including gender-based violence, women’s political participation, women’s economic empowerment, disability inclusion, and LGBTIQ+ rights.

Relevance
UN Women Georgia’s communications work has undergone a significant evolution over the past decade, reflecting broader shifts in societal awareness and political sensitivity around gender equality. Interviews with UN Women personnel highlight that in the early 2010s, communications focused primarily on introducing the concept of gender equality, explaining its meaning and relevance to a general public with limited awareness and familiarity. Messaging was largely educational and framed predominantly around themes related to violence against women. Later and during the current Strategic Note period, communication strategies were shaped to fit a mature, and recently a highly challenging environment. In recent years, gender equality terminology has become politicized and, in many contexts, unpopular. This shift has required a fundamental change in communications strategy - from awareness building to backlash management and harm reduction. This included adaptive, evidence-based, and partnership-driven approaches that recognize both opportunities and risks.
As the review concluded, the Strategic Note has been highly relevant to advancing gender equality and women’s empowerment in Georgia. Communications interventions under the Strategic Note demonstrate a clear understanding of evolving societal dynamics and the need for differentiated messaging approaches. Personnel reflections confirm that the Strategic Note period reflects a shift from general narratives of “gender equality” toward issue-specific framing (e.g. gender-based violence, Women, Peace and Security, women’s entrepreneurship, unpaid care work). This allowed UN Women Georgia to remain engaged in public discourse while mitigating risks and challenges associated with changing socio-political environment.
According to interviewed UN Women personnel and partners, the communications strategy under the Strategic Note explicitly accounts for emerging challenges, including:
· intensified anti-gender rhetoric and disinformation;
· declining public tolerance for normative messaging;
· heightened reputational risks for UN entities and partners.
Campaigns are now subject to extensive pre-testing and validation, including internal reviews, consultations with partner organizations, informal focus groups, and message testing within trusted circles. This adaptive approach—test, measure, adapt—marks a significant increase in sophistication compared to earlier periods and directly affects how campaigns are designed and rolled out.

Coherence
The evaluation found a high level of internal coherence in communications planning and implementation. Communications are closely aligned with programme objectives and are sequenced to reinforce one another. The communications team’s detailed knowledge of programme work across all thematic areas enables it to function as an internal connector, supporting consistent messaging and strategic timing. 
One of the key elements supporting coherence, a defining feature of the communications architecture is the institutionalized annual planning process. At the end of each year, the communications team convenes structured meetings with all programme teams to identify priorities, upcoming milestones, sensitivities, and advocacy needs for the following year. These consultations:
· Inform a consolidated annual communications calendar;
· Allow for prioritization and sequencing of communication activities, campaigns and events;
· Decision-making on whether dedicated national or digital campaigns are required;
· Support alignment with the multi-year Communication Strategy and Strategic Note.
This process was repeatedly cited by personnel as essential to ensuring coherence, avoiding message saturation, and maximizing impact under constrained resources. The communications team functions as a strategic hub and bridge across portfolios, maintaining a comprehensive overview of programme content, risks, and opportunities.

Collaboration with other UN Women corporate levels was seen as uneven, but the Country Office has ensured coherence by adapting regional and global guidance pragmatically to national realities along the Strategic Note implementation. The Regional Office is widely viewed as providing structured guidance, coordinated messaging, and useful materials that allow for contextual adaptation while presenting a unified UN Women identity. Engagement with the Headquarters is not that frequent but was perceived as slower and less responsive. One of the examples mentioned was slow social media approval, which constrained agility and timeliness (reportedly, it took more than one year to approve the request for the Country Office’s Instagram account). 
Participation in UN Communications Team and monthly coordination with UN partners, particularly UNDP, enabled joint campaigns, shared content, and co-hosted events (e.g. International Women’s Day, 16 Days of Activism). As reported by both UN Women and UN partners, collaboration strengthened legitimacy, amplified reach, and reduced duplication.

Effectiveness
The review interviews and review of communication materials and reports, suggests UN Women’s communications work is effective because it combines strategic adaptability with credibility and reach in a highly sensitive socio-political environment. Messaging is carefully tailored through contextual analysis, audience segmentation, and systematic message testing, allowing the organization to address complex gender equality issues using issue-specific framing that resonates with different groups while managing reputational risk. The consistent use of evidence-based communications, grounded in data and research, contributes to strengthening of public trust and positions UN Women as a credible and reputable stakeholder. Effectiveness is further enhanced through partnerships with non-traditional actors - including sports clubs, private companies, creative agencies, and influencers - which extend outreach beyond traditional advocacy audiences and lend additional legitimacy to messages. Communications are disseminated through a diverse mix of channels, ensuring both breadth and depth of engagement. Importantly, UN Women’s approach is principled yet subtle, maintaining a firm commitment to human rights while avoiding polarizing rhetoric.
According to UN Women reporting, communications played a critical role in supporting Georgia’s engagement in the Generation Equality Forum, contributing to public commitments under the Gender-Based Violence and Technology and Innovation for Gender Equality Action Coalitions. Strategic messaging, bilateral advocacy, and high-level visibility positioned gender equality as a matter of national and international importance. Similarly, communications around the 16 Days of Activism supported a high-level conference on access to justice for sexual violence survivors, contributing to political commitments to amend the legal definition of rape in line with the Istanbul Convention.
As reported through corporate Results Management System (RMS), thematic awareness raising campaigns by UN Women Georgia managed to reach millions of citizens. on gender equality and disability inclusion reportedly reached approximately one million people. Statistic shows thatcreative content with well framed massaging and well-tailored funded content, such as in campaigns, increases outreach and engagement. For example, the partnership with Georgia’s national rugby team (the Lelos) reached an estimated over eight million viewers, introducing gender equality messages into male-dominated public spaces, while campaigns in 2024 went even beyond this number. 
In 2021, UN Women Georgia’s “Small Steps for Big Changes” initiative aimed at increasing the visibility of women and girls with disabilities and challenging persistent stereotypes that contribute to their social exclusion. It used human-centered storytelling to highlight the lived experiences, leadership, and contributions of women with disabilities across different regions of Georgia. Rather than framing disability solely through vulnerability, the campaign emphasized agency, rights, and participation, helping to reposition women with disabilities as active social, economic, and civic actors. The campaign complemented UN Women Georgia’s evidence-based advocacy on disability inclusion by translating research and policy priorities into accessible public narratives. Through feature stories and integration into wider awareness moments - such as the 16 Days of Activism Against Gender-Based Violence - the initiative also underscored the intersection between gender-based violence and disability, drawing attention to the heightened risks faced by women with disabilities and the need for inclusive prevention and response mechanisms. While not designed as a mass-media campaign, “Small Steps for Big Changes” still reached close to one million viewers online and raised awareness for social norms change by fostering empathy, reducing stigma, and reinforcing the principle that gender equality efforts must systematically include women and girls with disabilities to truly leave no one behind.
UN Women Georgia’s partnership with the Georgian national rugby team, the Lelos, represents a highly innovative approach to engaging male audiences and broader segments of society in gender equality and violence-prevention messaging. In 2021, the Lelos wore UN Women–branded jerseys during high-profile international test matches -including fixtures against South Africa and Scotland - turning the visibility of sport into a platform for social change. By intentionally replacing traditional sponsor logos with the UN Women emblem, the team and the Georgia Rugby Union sent a powerful, public message that ending violence against women and girls transcends sport and national pride, underscoring that the fight against gender-based violence is a collective societal responsibility. This collaboration built on a longstanding partnership between UN Women and the rugby community, which has included involvement in the HeForShe and UNiTE campaigns and outreach efforts with men and boys across the country. 
The initiative leveraged the popularity of rugby in Georgia to expand the reach of gender equality narratives beyond traditional advocacy circuits. By aligning with a sport deeply embedded in national identity, UN Women Georgia was able to increase visibility of gender equality work among audiences that might otherwise be disengaged from public discourse on violence prevention. The Lelos’ public commitment, endorsed by team leadership and rugby officials, modeled positive masculine leadership in support of women’s rights.
In 2023, the campaign “Women Who Don’t Exist”, organized jointly with businesses and creative industry reached more than 750,000 people through social and traditional media and received international creative recognition. It addressed gender stereotypes in employment and aimed to support young people in making professional choices and show them that common perceptions do not correspond to reality, and to remind them of their rights and freedoms. people around them and society as a whole that professions are not divided by gender. It also symbolically reminded the public about the women whose professional dreams could not come true due to widespread stereotypes. A special website www.unstereotype.ge was created, bringing stories about the misconceptions surrounding professions. 
In 2024, UN Women Georgia implemented the nationwide awareness-raising campaign “Change Has a Female Voice” under the Women’s Increased Leadership for Democracy in Georgia (WILD) project[footnoteRef:2], in partnership with the creative agency Leavingstone, ahead of the 2024 parliamentary elections. The campaign sought to reshape public attitudes, build trust in women politicians, and mobilize women voters by combining data-driven messaging with personal stories of women leaders and activists from different generations. Drawing on Georgia’s historical legacy of women’s leadership, the campaign followed a four-phase communication model - reminder, exposure, discussion, and channeling - designed to move audiences from awareness to active political engagement. Outreach included a large-scale digital campaign across Facebook and YouTube, video storytelling and explainer content, stand-up comedy shows in four cities to engage younger audiences, and extensive national media coverage. As reported, the campaign reaching 1.18 million unique users nationwide and generated 10.9 million impressions, with engagement exceeding expectations by more than 1,100 per cent. Women constituted the majority of viewers across most campaign materials, and video content significantly outperformed static formats. Implemented in coordination with development partners and women’s rights organizations, the campaign coincided with a notable increase in women’s electoral participation: the number of women voters rose from 974,496 in 2020 to 1,053,662 in 2024. While most likely multiple factors influenced this outcome, the interviewees suggest that targeted, culturally resonant, and multi-channel communications can contribute to increased political engagement by women. [2:  Women’s political participation in Georgia remains critically low despite women comprising approximately 52 per cent of the population. As of February 2025, women held only 13.9 per cent of parliamentary seats, a decline from 18.8 per cent in 2022, while women represented just 5 per cent of mayors nationwide. These outcomes reflect persistent structural barriers, including the unequal burden of unpaid care work, entrenched gender stereotypes, political violence against women, and limited access to party financing and decision-making spaces.] 

In 2025, the Country Office implemented nationally recognized campaign “Share the Care”, data-driven communications initiative that put light on unpaid care work in Georgia. Grounded in findings from Georgia’s first Time Use Survey, the campaign messaged that women perform five times more unpaid care work than men, amounting to 2.5 billion hours annually with an estimated economic value of 10 billion GEL (cca. USD 3.7 billion). The campaign aimed to increase recognition of unpaid care work, challenge deeply rooted gender stereotypes, and promote its fair redistribution within families and society. It combined evidence-based messaging with human-centered storytelling, emphasizing that care and family well-being flourish when responsibilities are shared. The core message was captured through the hashtags #ShareTheCare and #ShareTheWork. The campaign used a three-phase structure - recognizing the value of care, introducing unpaid care work into public discourse, and fostering dialogue and reflection with complementary activities implemented by UN Women. Campaign included digital and animated videos, explainer content, influencer engagement, traditional media coverage, and innovative private-sector partnerships, which significantly expanded reach and credibility. Several private companies expressed interest in sustaining the campaign beyond its initial phase, signaling strong ownership and potential long-term impact. The campaign reportedly reached over 970,000 unique users, had more than 5 million views and more than 6 million impressions, with particularly strong engagement among women aged 25–35 living in urban areas.
By several UN Women personnel and UN partners, “Share the Care” was described as groundbreaking, elevating unpaid care work from an invisible private issue to a recognized public concern, challenged entrenched social norms, and laying a foundation for continued dialogue and policy advocacy on equitable care distribution in Georgia.
Selected communications statistics: 
	
	2021
	2022
	2023
	2024

	Web site users
	57,761
	105,199
	125,199
	

	Web site views
	128,119
	119,629
	
	118,000

	Media reports
	629
	1,168
	970
	

	Social media cards
	40
	
	
	

	Facebook post views
	3,037,971
	2,627,600
	666,391
	10,500,000

	Facebook likes
	19,564
	52,978
	47,365
	16349

	Videos
	31
	
	
	

	Success stories
	10
	
	
	

	Twitter / x followers
	
	104
	183
	221

	Tweets
	
	145
	
	

	Twitter / x profile visits
	
	5,921
	
	


Source: UN Women Georgia annual reporting

Human rights and gender equality
This case study demonstrates that communications under the Strategic Note functioned as one of the key contributors to UN Women Georgia’s results. Communications consistently integrated human rights and gender equality principles by grounding universal rights and international standards in lived realities and everyday experiences. Rather than relying on confrontational framing, messaging addressed harmful social norms and gender stereotypes through evidence-based insights combined with relatable, human-centered narratives that encouraged reflection and dialogue. By amplifying the voices of diverse women - including those from marginalized and underrepresented groups (women with disabilities, conflict affected women, women survivors of violence, etc.) - communications helped challenge traditional assumptions around gender roles, unpaid care responsibilities, and women’s participation in public and private life. This approach aimed for normalizing more equitable behaviors, and fostering broader acceptance of gender-equal norms, demonstrating the potential of rights-based communication to support gradual but meaningful social norm change. 
Key strengths identified by the evaluation team in communicating human rights and gender equality:
· Rights-based but culturally sensitive framing, avoiding polarizing language while remaining principled.
· Evidence-driven messaging, using credible data to challenge stereotypes and make inequalities visible.
· Human-centered storytelling, translating abstract rights into relatable, everyday experiences.
· Amplification of diverse voices, including women from marginalized and underrepresented groups.
· Strategic balance between advocacy and dialogue, encouraging reflection rather than resistance.
· Consistency across platforms, reinforcing gender-equal norms through repeated, coherent messages.
· Effective engagement of men and “non-traditional” audiences (primarily through sports and care focused communication).
· Growing overall communications footprint (multi-year trend of campaigns reaching around million or more viewers).
Key challenges in addressing social norms and stereotypes:
· Entrenched gender norms, particularly around care work and family roles, which require long-term engagement.
· Uneven geographic engagement, with stronger resonance in urban areas than in some regions.
· Reaching harder-to-access groups, including some rural populations, migrants, and minority communities.
· Risk of misinterpretation or backlash in polarized contexts, requiring careful tone and framing.
· Although there are efforts to sustain messaging, limits of short-term campaigns, as social norm change requires sustained communication over time.
· Gender imbalance in who is reached/engaged, suggesting still present difficulty in reaching wider male population.

Efficiency and sustainability
The communications function is delivered by a dedicated team embedded within the Country Office. The team includes personnel - communication manager, two officers - digital communications and stories and a number of consultants - 2 photographers, 2 editors, 2 designers and 1 web developer. Given the scale of the portfolio and communication activities - the composition of the communications team seems appropriate although some concern and shortcoming may rise from the fact most of the team members are consultants. Further need for investment in equipment and human resources (videographer) for professional video production was reported. In addition to communication projects, the team is responsible for wider strategic tasks, such as: strategic planning and coordination; campaign development and testing; social media management and analytics; media relations and content production; coordination with partners and creative agencies; and reputational risk management.
Still, a major efficiency and sustainability challenge for UN Women Georgia’s communications is the lack of predictable core funding, resulting in heavy reliance on project-based resources. This funding structure limits the ability to plan and sustain long-term communications strategies, despite the inherently cumulative nature of social norms change and the need for continued engagement to counter disinformation and gender backlash. Staff and partners consistently identified declining funding for campaigns as a significant risk, as short-term or fragmented investments undermine message continuity, audience retention, and the long-term impact of behavior-change efforts. Additionally, most recent corporate travel restrictions and administrative limitations further constrained the ability of communications staff to collect field-based content, affecting efficiency and authenticity.

Conclusion: 
UN Women Georgia has demonstrated a strong, strategic, and adaptive approach to communications, advocacy, and partnerships in advancing human rights, gender equality, and social norm change. The combination of high-level policy advocacy, evidence-based messaging, and innovative communication formats has enabled the Country Office to elevate gender equality issues into public discourse while contributing to tangible policy commitments and institutional change. Campaigns addressing gender-based violence, unpaid care work, disability inclusion, and women’s participation in technology and public life were widely recognized for their credibility, reach, and cultural resonance.
The review found that UN Women Georgia’s communications effectively translated complex rights-based concepts into accessible narratives, balancing principled messaging with contextual sensitivity in a polarized and evolving environment. Strategic partnerships with civil society, media, the private sector, and non-traditional actors such as sports clubs significantly expanded outreach, including to audiences not typically engaged through gender equality programming. The consistent integration of Leave No One Behind principles, particularly through disability-inclusive and rural-focused initiatives, stands out as a key strength, alongside the strong use of gender data to counter stereotypes and inform public debate.
At the same time, the review recognizes that deeply entrenched social norms, uneven regional engagement, and a growing backlash against gender equality discourse pose ongoing challenges that require sustained, long-term investment. While progress toward shifting attitudes is evident, especially in urban and digitally connected audiences, continued efforts will be needed to broaden engagement—particularly among men and harder-to-reach communities—and to strengthen measurement of norm and behavior change. Building on the strong foundations established, UN Women Georgia is well positioned to consolidate gains, adapt to emerging risks, and further deepen its contribution to transformative and inclusive gender equality outcomes in the coming period.

Recommendations: 
Recommendation 1: Strengthen positioning of communications unit, institutionalize and scale proven communication and advocacy practices
The review findings highlight strong performance across communications, advocacy, partnerships, and evidence-based messaging. Sustaining these successful practices will help preserve credibility, momentum, and long-term impact.
Potential actions:
· Advocate internally for allocation of core and complementing with non-core resources to sustain multi-year campaigns where early results indicate strong resonance and norm-change potential.
· Systematically document and codify effective communication and advocacy models (e.g. sports partnerships, disability-inclusive storytelling, data-driven campaigns) as internal guidance or playbooks.
· Maintain and regularly update the Communications Strategy and annual workplans, ensuring alignment with emerging contexts and risks.
· Continue investing in strategic partnerships with media, private sector, CSOs, and creative industries that have demonstrated reach, innovation, and ownership.
· Preserve the evidence-communications-policy linkage, ensuring research and data products consistently inform public messaging and advocacy.
· Improve access to field travel for content collection.
· Ensure professional development in line with the needs of communication personnel (for example, in risk communication, digital engagement etc.).
· Coordinate with Europe and Central Asia Regional Office to share UN Women Georgia Country Office best practices in communication across the region. 

Recommendation 2: Systematically expand engagement of men through non-traditional channels
While overall reach is high, audience data shows persistent gender imbalance in digital engagement. Sports, workplaces, care messaging and youth platforms have proven effective entry points. The review acknowledges potential political sensitivities in work with some groups and challenges in engaging with male-dominated groups, which UN Women takes account of in planning and risk management. 
Potential actions:
· Formalize partnerships with sport clubs, and male role models for recurring campaigns, not one-off actions.
· Co-create campaign content specifically designed for male audiences (e.g. caregiving, anti-violence, respectful workplaces).
· Integrate gender equality messaging into workplace-based platforms (WEPs companies, unions, professional associations).
· Introduce gender disaggregated engagement targets for major campaigns to track progress.

Recommendation 2: Strengthen regional and rural outreach through localized communication approaches
Engagement remains uneven across regions, with lower uptake outside Tbilisi and urban centers.
Potential actions:
· Continue partnering with local CSOs, community leaders, teachers, and youth organizations to adapt messages to regional and local contexts and languages.
· Allocate dedicated budgets for offline and hybrid formats (community meetings, radio, local TV, mobile outreach).
· Consider regional/local ambassadors or storytellers to anchor campaigns in local realities.
· Set minimum regional reach benchmarks in campaign planning and monitoring.

Recommendation 4: In cooperation with programme and monitoring, evaluation and learning units/personnel, strengthen monitoring of behavior and norm change beyond reach metrics
Current monitoring emphasizes reach and impressions but provides limited insight into shifts in attitudes or behaviors.
Potential actions:
· Strengthen coordination with programme and monitoring, evaluation and learning units/personnel in monitoring and evaluating communication results.
· Introduce pre- and post-campaign perception surveys for selected campaigns (e.g. unpaid care work, VAW prevention).
· Integrate qualitative feedback mechanisms (focus groups, online comments analysis, community reflections).
· Track engagement depth indicators (shares, saves, discussion threads) rather than views alone.
· Link communication outcomes to policy uptake, institutional commitments, or service use where possible.
· Systematically provide feedback into across programming.

Recommendation 5: Continue to adapt rights-based messaging to mitigate backlash while safeguarding principles
Rising anti-gender narratives and disinformation increase risks for beneficiaries and partners, particularly in regions.
Potential actions:
· Develop adaptive messaging guidelines that frame gender equality through widely accepted entry points (economic empowerment, family well-being, safety).
· Invest in rapid-response communication capacity to counter misinformation in media and social platforms.
· Continue to conduct periodic context and risk analyses, message testing for appropriate campaign framing.
· Provide partners and grantees with communications risk management guidance.

Recommendation 6: Sustain and scale disability-inclusive and LNOB communications models
Disability-focused campaigns demonstrated strong reach and high credibility through authentic storytelling.
Potential actions:
· Institutionalize co-creation with women with disabilities in content development and storytelling.
· Expand inclusive formats (audio, captions, plain language) across all campaigns.
· Replicate the CSO-media-UN partnership model used in disability campaigns for other marginalized groups.
· Allocate predictable funding for longer-term, multi-phase LNOB campaigns.
[bookmark: _Toc221854530][bookmark: _Hlk209675768]Appendix 2: Case Study on UN Women Georgia Country Office New Monitoring System

	Strengths
	Weaknesses
	Opportunities
	Threats

	· Monitoring well integrated into UN Women Georgia work.
· New ZOHO monitoring system Integration linking activities, outputs, outcomes, and evidence.
· Unified participants, capacity building, and knowledge product databases reduce duplication and inconsistencies across projects and partners.
· Improved data quality through standardized counting rules, mandatory evidence uploads, and regular quality checks.
· Continuous monitoring enabling faster management response and adaptive programming.
· Shared accountability as partners are data contributors and first-level quality assurance actors, strengthening ownership and compliance.
· Data protection, consent procedures, legal guidelines developed.
	· The system strong in monitoring, and reporting but weaker in systematically capturing and using learning for program improvements.
· Continuous training required for staff and partners to effectively use the monitoring and reporting system.
· More time and human resource investment reported for data entry, cleaning, and verification (which in longer terms can reduce workload around reporting and evidence based management).
· Data quality relies heavily on partner capacity, compliance, and staff continuity.
· Planned as a supporting tool to overall Country Office monitoring, ZOHO monitoring system does not integrate all UN Women needs at Strategic Note level and some data are still collected from other data bases and reported only in RMS, as per corporate requirements).
	· Use of monitoring and reporting data for learning, early risk detection and adaptive programming.
· Customizable software allows gradual tailoring to Strategic Note priorities and grassroots programming needs.
· Development of Strategic Note related dashboards could strengthen outcome and impact analysis.
· Gradual evolution into a structured learning and knowledge utilization monitoring system.
· Potential to generate automated donor annexes and real-time indicator tracking.
· Continued use strengthens the monitoring and reporting capacity of civil society partners.
· The model is transferable to other UN Women country offices.
· Improved preparedness for evaluations, audits, and donor reporting. 


	· Staff turnover in partner organizations threatens data continuity and quality.
· Ongoing financial and human resource investments are required to sustain the system.
· Expansion of personal data collection heightens legal and reputational risk if safeguards fail.
· Staff workload and adaptation fatigue may affect compliance and data quality.
· Integrating historical data carries risks of loss or inconsistency.



Introduction: 
Effective monitoring, evaluation, and reporting systems are critical to ensuring accountability, learning, and results-based management at UN Women. In Georgia, the rapid expansion and increasing complexity of programming -spanning multiple thematic portfolios, extensive grassroots engagement, and a wide range of partners - placed growing pressure on internal reporting systems. These demands exposed the limitations of fragmented monitoring tools, ad hoc data collection practices, and inconsistencies between narrative reporting and quantitative evidence.
[bookmark: _Hlk221859052]In response, UN Women Georgia initiated a major reform of its monitoring and reporting architecture, introducing an integrated approach designed to simplify reporting processes while improving data quality, coherence, and usability. Following internal research and preparation for UN Women use in 2023, the Country Office selected ZOHO software and launched and gradually developed new digital monitoring modules in 2024 and expanded to partner reporting. From 2025 onwards, this reform was formalized through the institutionalization of the ZOHO system and its stronger connection to corporate RMS reporting system. The review coincided with UN Women’s corporate transition to the new Performance and Results Integrated System for Management (PRISM), designed to enhance programmatic functions and improve planning, monitoring, and reporting. However, it was premature to assess how the ZOHO system would support these processes, as information on all aspects of functionality of PRISM has not yet been available.Key challenges that the upgrade of UN Women Georgia monitoring and reporting system sought to address included:
· Fragmentation of data across multiple platforms and formats.
· Limited alignment between RMS narratives and underlying quantitative evidence.
· High reporting burden on staff and partners during peak reporting periods.
· Risks of misalignment, duplication and double counting of participants across projects and partners.
· Centralized responsibility for reporting and work overload.
· Insufficient standardization of capacity-building and knowledge product tracking.
Strengthening data quality, timeliness, traceability, accountability, and analytical capacity therefore became a strategic priority for enhancing results-based management across UN Women personnel and partners.
This case study documents the rationale, design, implementation, and early lessons learned from application of ZOHO in monitoring and reporting, also providing perspectives of benefits of the system for evaluation and organizational learning. While its primary users are Georgia Country Office personnel, it has potential to offer insights for other country offices and development actors seeking to strengthen monitoring and reporting systems in development programming.

New monitoring and reporting system in practice: 
From a results-based management perspective, RMS remains the corporate results framework, while ZOHO functions as the operational engine that generates structured monitoring data and evidence in the background. While it serves easier filling of RMS, it also serves the Country Office’s and specific project needs. UN Women Georgia’s ZOHO system includes three core modules, each addressing a specific historical gap:
· Capacity Building and Beneficiary Module - captures trainings and learning activities delivered by UN Women and partners, including dates, locations, target groups, and supporting evidence such as attendance sheets and photos. It also stores individual-level beneficiary data across projects to support unique counting and reduce duplication, especially relevant for long-running or overlapping interventions.
· Knowledge and Records Module  – tracks development and completion of knowledge products (research, advocacy outputs, communications materials) through a structured lifecycle aligned with reporting cycles. It also keeps records on other areas of UN Women Georgia’s work, such as Women’s Empowerment Principles signatories, repository of institutional partnerships, etc.
Responsibility for reporting is intentionally shifted closer to implementation while preserving layered quality control.
Project personnel serve as the primary owners of monitoring data: they enter activity information into ZOHO and draft RMS narratives at activity level. Responsibility has also been gradually shared with responsible parties/partners so they have access to the system and are required to monitor and report, as part of their regular reporting processes to UN Women. Data from the trainings are to be entered into the system one week after training completion at latest.
As part of overall results reporting quality assurance, project and portfolio managers provide first-level quality assurance: they validate completeness and consistency of data and support higher-level RMS output narratives.  Final quality check and check of alignment with narrative reporting is done by the partners/responsible partners quarterly and followed by quality check by the project teams.
The Monitoring and Reporting Analyst performs cross-project quality assurance: this role checks internal coherence across projects, flags duplication risks, and verifies that narratives and quantitative claims are supported by ZOHO data.
The Deputy Representative provides final clearance, particularly for outcome and impact narratives, ensuring senior-level accountability while avoiding bottlenecks in day-to-day data entry.
From an evaluator’s lens, this arrangement is a governance mechanism: it creates clear accountability lines while reducing the likelihood that reporting becomes concentrated at senior levels during deadlines. It also ensures that those closest to implementation carry responsibility for data accuracy.
Deadlines for reporting in ZOHO are fixed deadlines and aligned to the UN Women quarterly reporting cycle in RMS and there are regular reminders that reinforce timeliness and reduce last-minute backlogs. 

Data quality and consistency:
UN Women Georgia strengthened data quality and evidence integrity through the introduction of standardized rules addressing recurring monitoring challenges, including consistent attendance tracking templates with mandatory evidence, clear methodologies for unique beneficiary counting in high-overlap grassroots settings, and specific procedures for managing repetitive trainings to prevent inflated reach figures. There are protocols to avoid double counting across projects. A mandatory linkage between RMS narratives, ZOHO-generated quantitative data, and partner narrative reports further reduces the scope for narrative inflation and strengthens verifiability through systematic quality checks. 
Ethical safeguards - including personal data protection guidelines, beneficiary consent forms, data-sharing agreements, and controlled third-party data transfer procedures – are ensured for legitimacy and protection, particularly for vulnerable and grassroots populations. 

Early results and challenges:
According to UN Women personnel, although the system is still relatively recent, several early outcomes appear visible:
· Improved consistency between monitoring data and narrative reporting, reducing mismatch risks.
· Access to data to entire office and reduced need for ad hoc data requests and communication.
· Improved timeliness and availability of data.
· Enhanced visibility of capacity building reach, knowledge product status, beneficiary profiles and overlaps.
· Better readiness for audits, evaluations, and donor reporting, as evidence is centralized and more traceable.
One additional benefit raised in the interviews is speed and UN Women personnel no longer need to repeatedly return to partners for additional data because key information is already structured and accessible in ZOHO.
The implementation challenges associated with the RMS-ZOHO integration are highly relevant to long-term sustainability and scale, although they should be understood rather as operational and transitional and not conceptual weaknesses. Interviewed personnel and some of the partners reported that they are still at learning stage for efficient use of the system and that it still takes time to be populated. The system necessitates continuous training and support and learning sessions, which UN Women has provided in line with its capacities and upon partner’s request. Significant time investment required for data entry and data cleaning was reported by some stakeholders as a challenge, however in longer terms it can improve efficiency and accuracy of the reporting stage as well as evidence based management. 
The system also depends heavily on partner compliance and institutional capacity, making it vulnerable to staff turnover within civil society organizations. Finally, transitional challenges remain as old Excel-based tools and established reporting habits are gradually phased out. 
Use of data base for learning and adjustment is still limited and should be considered a next phase of reform of the overall monitoring, evaluation and reporting system.

Conclusion:
The introduction of the RMS - ZOHO integrated monitoring and reporting system represents a major institutional shift for UN Women Georgia, moving the office from episodic, compliance-driven reporting toward continuous, evidence-based performance management. By linking corporate RMS narratives to ZOHO-generated quantitative data and embedding standardized rules for beneficiary counting, attendance tracking, and evidence documentation, the system has substantially strengthened data integrity, traceability, and internal coherence. The reform has redefined accountability by shifting primary responsibility for data quality closer to implementation teams while preserving layered quality assurance, and by formally integrating partners/responsible parties as co-owners of monitoring data. Early results demonstrate improved consistency between narrative reporting and underlying evidence, faster access to reliable information, reduced duplication, and enhanced preparedness for audits, evaluations, and donor reporting-outcomes that collectively increase institutional credibility and donor confidence. Challenges related to implementation should not diminish the importance of the reform and should be considered transitional. Strategic direction of the system reform is sound, but its long-term effectiveness will depend on the Country Office’s ability to institutionalize consistent usage standards and sustain capacity across teams and partners. 

Recommendations:

Recommendation 1: Institutionalize learning utilization
The system is strong in monitoring and reporting but weaker in systematically capturing how data and knowledge products inform decision-making and programme design.
Potential actions:
· Establish a formal learning utilization framework linked to ZOHO.
· Add a mandatory “Use of Results” field in the modules to collect recommendations on how data can be used.
· Organise quarterly learning reflection sessions using ZOHO dashboards.

Recommendation 2: Gradually expand to other areas of relevance for Strategic Note monitoring and reporting
Current data bases and dashboards are mainly project-level and do not yet fully support Strategic Note-level outcome monitoring, nor consolidated data for the entire period of the Strategic Nnote.
Potential actions:
· Create additional Strategic Note modules, including selected outcome and output data bases.
· Create automated dashboards linking grassroots and project data to corporate indicators. Select a limited set of high-priority Strategic Note indicators at initial stage.
· Subject to the final design of the new corporate PRISM system, and in case such functionality is not available there, consider development of outcome-level dashboards with real-time progress tracking, presenting distilled annual and cumulative progress in implementation of the Strategic Note. Use data and dashboards during management and programme review meetings.

Recommendation 3: Strengthen partner sustainability and compliance
High dependency on partner capacity and turnover risks data quality and continuity.
Potential actions:
· Institutionalize partner onboarding and compliance mechanisms.
· Continue use and improvement of standardized partner ZOHO Onboarding Packs (guides, short videos, checklists) based on learnings.
· Include ZOHO compliance clauses in partnership agreements.
· Consider giving certificates to responsible parties/partners monitoring and reporting personnel to acknowledge successful use of ZOHO.

Recommendation 4: Reduce data entry and quality assurance burden through automation
Manual data entry and cleaning require high time investment.
Potential actions:
· Use of automated validation and pre-filled fields.
· As possible, create built-in validation rules for duplication, missing evidence, and outliers.
· Introduce mobile-friendly data entry for grassroots partners.
· Automate donor annex generation from ZOHO.

Recommendation 5. Maintain and continuously assess data protection mechanisms
Safeguards exist but need consistent verification.
Potential actions:
· Establish regular data protection compliance reviews.
· Introduce quarterly consent and access log reviews.
· Periodically assess and Maintain partner-level data protection compliance.

· Create automated expiry reminders for consent and data-sharing agreements as needed.

Recommendation 6. Gradually expand towards tracking knowledge product and knowledge and skills application tracking
No systematic tracking of how knowledge and publications are used.
Potential actions:
· Introduce “Knowledge Uptake Monitoring.”
· Add usage-tracking fields (policy citation, training use, dissemination reach).
· Create post-publication, post-training follow-up forms within ZOHO.
· Produce annual knowledge utilization reports.
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