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CHAPTER� 6

Key messages

STEP 3 
ADAPT AND EVOLVE 
INTERVENTIONS

This step positions reflection, learning and adaptation as core programming practices that 
support long-term change. It focuses on using data, evidence and experience to assess 
progress, adjust interventions and scale what works. Step 3 provides practical strategies 
to embed people-centred approaches in systems, strengthen sustainability, and ensure 
programming remains responsive to evolving needs, power dynamics and contextual shifts.

Learning, reflection and adaptation are integral to delivering 
people-centred justice and security.

Programming operates in complex and dynamic environments  
that require adaptive responses.

Data, feedback, and evidence support real-time decision-making 
and strategic course correction.

Institutionalization strategies help embed change in systems  
and strengthen sustainability.

Scaling focuses on deepening impact and responsiveness,  
not just expanding reach.
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INTRODUCTION

People-centred justice and security programming is not static; it must evolve as needs 
shift, contexts change and new insights emerge. Step 3 focuses on how teams can use 
evidence and experience to adapt interventions, scale what works, and embed change 
within justice and security systems.

In this approach, adaptation is not just a technical adjustment; it is how systems 
become more inclusive, fair and responsive to the people they serve. While Step 2 
focused on establishing the infrastructure for learning through testing, Step 3 turns that 
learning into action: making real-time improvements, ensuring adaptations are locally 
relevant and sustained, and embedding change that can last.

This step explores five aspects of adaptation, visualized in Diagram 7: Step 3 at a 
glance—Adapt and evolve interventions:

	 �Reflect and learn (Section 6.2): How teams can use structured reflection 
and learning, including through community engagement and evaluations, to 
assess progress, challenge assumptions and generate new insights to guide 
programming.

	 �Learning-driven adaptation (Section 6.3): How to adjust interventions in 
response to evidence, evolving needs and shifting context, while remaining 
focused on long-term people-centred outcomes.

	� Designing for scale (Section 6.4): How to identify what works, assess readiness 
for scale, and expand, deepen, or institutionalize impact in ways that reinforce 
people-centred principles.

	� Embedding and sustaining change (Section 6.5): How to institutionalize 
people-centred principes and practices in institutions, structures, behaviours and 
relationships across the system to support lasting transformation.

	� Navigating change and volatility (Section 6.6): How to stay responsive in 
complex, uncertain and rapidly changing environments through adaptive, 
politically informed programming.

6.1
Diagram 7:  Step 3 at a glance—Adapt and evolve interventions
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These elements are not sequential. They form part of a continuous cycle of learning, 
reflection and adaptation that helps programming remain effective, inclusive and 
responsive over time. Together, they support justice and security systems to evolve in 
ways that better serve people, especially the vulnerable, marginalized and those most 
at risk of being left behind.

REFLECT AND LEARN

Reflection is the foundation of adaptive, people-centred programming. It involves 
critically examining what happened, how it happened and why, drawing on the 
experiences of implementation and the perspectives of diverse stakeholders. It helps 
reveal tacit knowledge, identify blind spots and assess how contextual changes 
may influence results. Reflection allows teams to question assumptions and make 
informed course corrections. It is an essential ingredient for learning and continuous 
improvement.

Learning builds on reflection by generating and using insights to shape future 
decisions. It is about not only identifying what worked but also understanding for 
whom, in what conditions and why. Learning enables teams to adapt interventions in 
ways that are grounded in evidence and shaped by experience.

People-centred programming encourages reflection at multiple levels: within teams, 
with partners and with affected communities. It focuses on whether interventions are 
improving people’s experiences of access, fairness, trust and safety, and considers 
shifts in behaviour, relationships, capacities and institutional processes as signals of 
systemic change.

Teams should build in regular opportunities to reflect and learn throughout the project 
cycle. Three approaches that commonly used within UNDP and are particularly useful 
are structured internal reflection, participatory feedback and community engagement, 
and people-centred evaluations.

Structured internal reflection 
Tools such as AARs, reflection sessions and sensemaking help teams assess what is 
changing, why it matters and how to respond. These tools support real-time learning 
and cultivate a culture of adaptation.

	� AARs are typically used after specific events or activities. They help teams to 
ask: What was planned? What actually happened? What worked well? What 
could be improved next time? They are practical and fast (lasting between 30 
and 60 minutes) and help improve day-to-day implementation and delivery.

		�  For tips on how to run an AAR, see resources from BetterEvaluation, indeed, 
or NASA Appel Knowledge services.

	 �Reflection sessions offer a broader look at progress, assumptions, and strategic 
direction. These sessions help teams to answer broader questions: Are we 
seeing the change we hoped for? What is emerging in the context? Are we still 
doing the right thing in the right way for the right people? Reflection sessions are 
most valuable when they include a diverse range of project-related stakeholders. 
They provide an opportunity to reflect on what is actually happening in the work, 
discuss unexpected developments and agree on next steps.

	 �Sensemaking can deepen these processes by helping teams identify patterns 
and interpret emerging data, especially in complex or uncertain environments. 
It can be used in light-touch formats (e.g., a short discussion using guiding 
questions) or as a structured workshop, such as UNDP’s portfolio sensemaking 
approach. When used regularly, sensemaking helps connect individual 
observations to create shared insight and supports more coherent and adaptive 
decision-making. 

6.2

Example | Palestine

In Palestine, UNDP used sensemaking workshops to understand how individual 
projects can fit into a larger programme and to identify new programming 
opportunities. This laid the foundation for systems transformation training, 
which helped the team challenge assumptions and shift from a narrow focus on 
youth-inclusive agri-food value chains to a broader problem space of inclusive 
economic development. By mapping projects across this shared problem space, 
the team identified gaps, overlaps and opportunities for more integrated and 
adaptive programming that can better engage with systemic challenges. 
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https://www.betterevaluation.org/methods-approaches/methods/after-action-review
https://uk.indeed.com/career-advice/career-development/after-action-review
https://www.nasa.gov/wp-content/uploads/2025/09/after-action-review-v3.pdf?emrc=f497c2
https://medium.com/@MiguelPantaleon/10-question-guide-for-systemic-sense-making-0e9e877ccd5e
https://medium.com/@MiguelPantaleon/10-question-guide-for-systemic-sense-making-0e9e877ccd5e
https://www.undp.org/publications/sensemaking-workshop-preparation-guide-and-facilitator-guide-and-sensemaking-training
https://www.undp.org/publications/sensemaking-workshop-preparation-guide-and-facilitator-guide-and-sensemaking-training
https://www.undp.org/papp/blog/roadblocks-opportunities-advancing-through-sensemaking
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See Annex 8 for tips on how to run reflection sessions. 

Participatory feedback and community engagement 
When participatory feedback and community engagement processes are well 
documented and reflected upon, they provide insight into what is changing, for whom 
and why. This evidence can then feed back into programme learning and adaptation.

	 �Participatory processes help teams hear directly from affected communities, co-
interpret findings and understand how interventions are experienced in people’s 
daily lives. They help teams identify blind spots, improve relevance and adapt in 
real time. Examples of participatory processes include:

		  Feedback sessions with community members during or after interventions.

		�  User feedback tools, such as surveys or mobile platforms, to gather 
perspectives on access to justice or perceptions of community safety.

		  Structured listening exercises to capture evolving concerns.

UNDP, Stakeholder Engagement: Guidance Note, Social and 
Environmental Standards (SES) (2022).

	� Community engagement processes such as community conversations and 
dialogues are designed to strengthen trust, promote participation and inclusion, 
and support collaborative problem-solving among local communities and 
authorities. While they are not monitoring tools per se, they can reveal valuable 
insights into how people experience justice and security systems, what is 
changing, and where adaptation may be needed. 

See Section 5.5 for examples of participation and inclusion-focused 
interventions.

People-centred evaluations  
While continuous reflection and adaptation are essential throughout the project 
cycle, evaluations provide a structured opportunity to step back and assess progress. 
Mid-term and end-of-project evaluations are important tools, especially when used 
to generate learning rather than simply meet accountability requirements. Outcome, 
portfolio, participatory and impact evaluations are also critical for understanding 
deeper change, testing what works, for whom and why, and informing strategic 
decisions. When designed and used effectively, evaluations support learning, strategic 
adaptation and the advancement of the people-centred approach.

According to the UNDP Evaluations Policy (2019) and accompanying guidelines, 
evaluations should be:

	� People-centred, focusing on how interventions enhance people’s capabilities, 
choices and rights of all people. 

	� Useful and timely, feeding into planning and decision-making processes. 

	� Inclusive and participatory, incorporating feedback from affected communities, 
institutional partners and stakeholders.

Examples | Somalia  |  Ukraine

In Somalia, community conversations enabled community-led discussions to identify, 
reflect upon and find local solutions to shared issues of justice, security and land use. 
Communities identified common concerns, including GBV issues, high rates of crime, 
land disputes, and the lack of effective and trustworthy local justice and police services.

In Ukraine, a dialogue process called “Dialogues of Victory” created space for 
meaningful discussions about youth needs and visions for the recovery process, and 
empowered youth councils to engage in local decision-making.
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https://www.undp.org/sites/g/files/zskgke326/files/2024-07/communitylisteninginpracticecourse_4.pdf
https://ses-toolkit.info.undp.org/sites/g/files/zskgke446/files/SES%20Document%20Library/Uploaded%20October%202016/UNDP%20SES%20Stakeholder%20Engagement%20GN_Final_rev_July2022.pdf
https://ses-toolkit.info.undp.org/sites/g/files/zskgke446/files/SES%20Document%20Library/Uploaded%20October%202016/UNDP%20SES%20Stakeholder%20Engagement%20GN_Final_rev_July2022.pdf
https://www.undp.org/sites/g/files/zskgke326/files/publications/15.pdf
https://popp.undp.org/document/evaluation-policy
https://erc.undp.org/methods-center/guidelines/undp-evaluation-guidelines
https://www.undp.org/sites/g/files/zskgke326/files/migration/so/UNDP_Somalia_Comm_Conv.pdf
https://www.undp.org/sites/g/files/zskgke326/files/2024-06/UNDP-DialoguesOfVictory-ENG.pdf
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United Nations Evaluation Group (UNEG), Norms and Standards for 
Evaluation in the UN System (2005). 
UNEG, Integrating Human Rights and Gender Equality in Evaluations 
(revised 2024). 
UNEG, Ethical Guidelines for Evaluation (revised 2020).

A people-centred evaluation asks not only “Did it work?” but also: 

	 “For whom did it work?” 

	 “Why?” 

	 “How did it change people’s justice and security experience?”

Evaluations can strengthen results and promote adaptive management when: 

	� They are embedded in programme cycles as opportunities for learning, 
adaptation and strategic decision-making.

	� Their timing aligns with key decision points.

	� They focus on generating insights, not just accountability.

	� Findings are shared, discussed and absorbed by teams and partners.

	� Lessons inform strategy revisions, programme redesigns or the next phase of 
implementation.

However, many evaluations in justice and security programming do not fully assess 
outcomes or impact. They often focus on outputs (what was delivered) or processes 
(how well the intervention was implemented) without sufficiently examining the results 
that matter most to people, such as improved access to justice, increased trust in 
institutions or reduced violence. A people-centred lens shifts the focus towards 
understanding what changed, for whom, and whether those changes are contributing 
to a more inclusive, just and secure society. 

See Annex 9 for programming tips on applying a people-centred lens 
across the six OECD-DAC criteria.

Impact assessments can help fill this gap. They offer a flexible way to examine whether 
interventions are contributing to meaningful short- and medium-term change. While not 
always designed to prove causality, they can assess whether people are experiencing 
improved access to justice, feel safer or more empowered, or view institutions as more 
responsive or fair. Used alongside output and outcome monitoring, they provide timely 
insights to support adaptation, learning and evidence-based decision-making. 

Impact assessments can include or overlap with impact evaluations, which use specific 
designs to assess causal effects. They can also draw on participatory or empowerment 
evaluation methods that place people’s voices at the centre of inquiry and build local 
ownership of evidence. Impact assessments can be used in a variety of ways, including 
to establish a baseline, explore emerging outcomes (such as behavioural change, 
improved relationships or increased confidence in services), or assess intermediate 
outcomes emerging during implementation. This requires adequate resourcing and 
capabilities, including skills, time and funding to design and deliver people-centred and 
impact-oriented assessments and evaluations.

Example | South Sudan

In South Sudan, an impact assessment explored whether UNDP’s justice and 
security interventions had improved the ability of vulnerable groups to access 
justice and enhanced the confidence of rule of law actors to deliver justice 
and security services. It also examined legal awareness and perceptions of 
safety among community members. Using a mix of data collection methods, the 
assessment captured both institutional change and people’s perceptions and 
experiences of justice and security, generating practical recommendations for 
future programming. 
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https://www.unevaluation.org/uneg_publications/uneg-norms-and-standards-evaluation-un-system
https://www.unevaluation.org/uneg_publications/uneg-norms-and-standards-evaluation-un-system
https://www.unevaluation.org/uneg_publications/uneg-guidance-integrating-human-rights-and-gender-equality-evaluations
https://www.unevaluation.org/uneg_publications/uneg-ethical-guidelines-evaluation
https://media.odi.org/documents/1780.pdf
https://www.betterevaluation.org/methods-approaches/themes/impact-evaluation
https://www.betterevaluation.org/methods-approaches/approaches/participatory-evaluation
https://www.betterevaluation.org/methods-approaches/approaches/empowerment-evaluation
https://erc.undp.org/evaluation/documents/download/24358
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LEARNING-DRIVEN ADAPTATION 

Reflection helps teams pause, make sense of complexity and deepen their 
understanding of context. Turning reflection into action is a key part of the adaptive, 
people-centred approach. 

People-centred justice and security challenges are embedded in complex systems—
that is, systems with many interacting parts, unpredictable dynamics and non-linear 
change. This means it is not fully possible to predict outcomes of interventions from the 
outset. As interventions unfold, new dynamics emerge, and the original programming 
assumptions may no longer hold. Adaptation is necessary to stay effective.

Adaptation is a deliberate and evidence-based response to changing needs, shifting 
contexts or increased understanding. Adaptation may involve shifting the programming 
approach or focus, changing the target group or intervention location, redesigning or 
dropping activities, or adding new partnerships. It can include adjustments to ongoing 
interventions and decisions about where and how to expand programming areas in 
response to what is being learned. While outputs and activities may shift, the intended 
outcomes and impacts remain the anchor. Adaptation helps identify more effective, 
inclusive and contextually relevant pathways to achieve them.

Programming tips for learning:

	 �Design evaluations with people-centred principles in mind. Focus on 
people’s experiences and outcomes, not just institutional performance. 
Include questions on access to justice and safety, fairness, agency and 
empowerment, trust, and participation in the evaluation terms of reference.

	� Use participatory methods. Apply tools such as community scorecards, 
user feedback loops, legal needs surveys or community-defined indicators. 
Engage communities and partners in defining what success looks like and 
how it should be measured. 

	� Disaggregate data and apply inclusive methods. Ensure evaluations capture 
diverse experiences across gender, age, ethnicity, disability and displacement 
status, helping identify who benefits and who is left behind.

	� Examine power, participation and accountability. Is there evidence of shifts 
in behaviour, norms or power relations? Consider whether communities had 
meaningful opportunities to shape interventions. Did institutions become 
more transparent, accountable or responsive? 

	� Link evaluations with real-time learning loops. Use reflection sessions, AARs 
or sensemaking throughout the project cycle to complement evaluations. 
View evaluations as tools for learning that can concretely inform programme 
decision-making.

	� Prioritize uptake, communication and engagement. Communicate 
evaluation findings in accessible and actionable formats to those who 
participated, including communities and partners. Support stakeholder-led 
reflection on findings and encourage follow-up actions. People-centred 
evaluations are most powerful when they are used, not just conducted.

 

6.3

Adaptation is about strengthening what works while not losing sight  
of intended outcomes and required accountability. 

To adapt effectively, teams must translate learning into action. This begins with 
identifying what implications a new lesson has for the theory of change or the project. 
Does it challenge an existing assumption? Reveal a gap? Signal an opportunity? The 
answers to such questions can help teams determine what programming shift is 
required. 

Once the implications of learning are identified, teams should clarify: Who needs 
to know about and make decisions based on learning? How should information be 
presented to support decision making? And who will be responsible for implementing 
the decision? Documenting and sharing learning and the rationale for proposed 
adaptations is essential for engaging implementing partners, senior management, 
donors and others throughout the adaptation process. Regular updates, joint reviews 
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and shared reflection spaces can foster shared ownership, enable timely feedback 
and strengthen trust. They can also support capacity building of partners to more 
effectively deal with complex problems. 

Transparent communication helps ensure that adaptation is seen not as a sign of 
project failure, but as a strategic response to learning and complexity. For example, 
adaptation that is evidence-based, transparent, responsive to people’s experience 
and well documented is often welcomed by donors who want to see impact for their 
investment.

Examples | Palestine  |  Yemen

In Palestine, the Sawasya II MEL system was effectively leveraged to provide regular, 
high-quality information and advice to guide donor decision-making, contributing to the 
programme’s credibility as an expert partner. The MEL system supported discussions 
with donors, government counterparts and civil society around policy direction shifts in 
response to changing realities on the ground. 

In Yemen, the MEL system allowed the justice and security project to remain on track and 
elevate its results based on evidence and learning that is well-documented and shared 
with relevant partners.

Adaptation enables programmes to remain relevant and effective in dynamic contexts. 
As learning is applied and interventions evolve, opportunities often emerge to expand 
what works and to anchor successful approaches within systems. The next sections 
explore how teams can scale effective practices and embed lasting change through 
institutionalization.

Guiding questions

	� What new information have we gathered that challenges our original 
assumptions or plan?

	� What additional data or evidence do we need to inform adaptation and 
decision-making?

	� Have we engaged communities and stakeholders in interpreting findings and 
shaping decisions?

	� Are our current approaches delivering meaningful results for people?

	� What specific adjustments should we make to strengthen impact or reduce 
harm?

	� How are we documenting and communicating adaptations to stakeholders 
and decision-makers?

Common pitfalls to avoid:

	� Delaying necessary changes. Rigid workplans or fear of donor reaction can 
prevent timely, evidence-based course correction, undermining programming 
effectiveness and impact. 	

	� Adapting without consultation. Failing to engage affected communities or partners 
in decisions regarding adaptation risks eroding trust, reducing relevance and 
missing critical perspectives.

	� Not documenting what changed and why. Failing to track changes and their 
rationale, especially when adaptations are frequent or reactive, can undermine 
learning, weaken institutional memory and reduce the effectiveness of future 
programming. 
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https://erc.undp.org/evaluation/evaluations/detail/12484?tab=documents
https://erc.undp.org/evaluation/evaluations/detail/15407?tab=documents
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DESIGNING FOR SCALE

Scaling builds on adaptive learning. Once promising approaches emerge through 
experimentation and adaptation, the next step is to consider how to expand, deepen 
or institutionalize their impact.

Scaling is not just about reaching more people. It is about amplifying impact, 
embedding what works, and strengthening justice and security systems in ways that 
are sustainable, inclusive and locally owned. In this context, scaling must go beyond 
expanding coverage (e.g., more model police stations) or increasing service numbers 
(e.g., greater numbers of people accessing legal aid). It must also focus on improving the 
quality of justice and security services and shifting systems to become more accessible, 
inclusive, fair and accountable, especially for those most at risk of being left behind. 

This section explores how people-centred justice and security programming can 
design for scale in a way that supports system transformation. It examines different 
types of scaling, how to assess readiness for scale and pitfalls to avoid. It offers 
practical guidance for teams to embed a scaling mindset into the design of any justice 
and security intervention. This means planning from the outset for how promising 
approaches can evolve into broader, deeper and more sustainable change.

Designing for scale includes identifying what conditions will enable impact to grow, 
what capacities and partnerships (both local and international) are needed to support 
it, and how implementation can adapt to different contexts. It also requires thinking 
systemically about how to shift mindsets, influence rules and behaviours, and build the 
coalitions and feedback loops needed to sustain transformation over time.

Designing for scale begins with clarity on what type of change is sought and how it 
contributes to a more people-centred justice or security system.

Scaling as a strategy for system change

Scaling should be seen as a way to embed people-centred principles across justice 
and security systems—within formal institutions, community-based mechanisms, and 
the relationships between them. Accomplishing this requires adopting the following 
approaches.

Embed fairness, accessibility, inclusion and accountability at all levels 
People-centred principles must shape how justice and security are experienced in 
everyday life. They should inform not only laws and policies but also the daily practices 
of justice and security actors. These include local dispute resolution practices, 
oversight mechanisms, community safety initiatives, and interactions with paralegals, 
safety committees, traditional authorities, and others. People-centred principles 
help ensure that justice and security systems are not only effective but also trusted, 
responsive and grounded in the realities of the communities they serve.

Ensure institutions and actors can respond to diverse justice and security needs 
Challenges vary by context and community. Effective response requires that actors, 
from police to paralegals, elders to civil society, have the space and capacity to adapt. 
This may include resolving disputes through dialogue or working across formal and 

6.4

Programming tip:

This section directly informs the “Sustainability and Scaling Up” section  
of the UNDP project document template. 

UNDP defines scaling though the HRBA, which emphasizes both the outcomes 
(availability, accessibility, and quality of justice and security services) and processes 
(participation, non-discrimination and accountability) that make formal and informal 
justice and security mechanisms legitimate and sustainable.

“Scaling up is about ensuring the quality of a development impact, 
reaching out to those ‘left behind’ and ensuring the sustainability and 
adaptability of results. It is not about just replicating successes to cover 
larger groups or populations.” 

UNDP, Guidance Note: Scaling Up Development Programmes, p. 7.

6.4.1 
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https://popp.undp.org/document/project-document-template
https://www.undp.org/publications/guidance-note-scaling-development-programmes
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informal systems. At the same time, all actors (whether State, non-State or hybrid) must 
uphold basic rights and be accountable to both their institutions and the communities 
they serve.

Shift systems to prioritize conflict prevention, rights protection and trust-building 
In contexts where State legitimacy is weak or contested, justice and security institutions 
may be seen as sources of fear or discrimination. Scaling people-centred approaches 
means investing in prevention and trust-building; promoting rights-based policing and 
accountability; and recognizing the long-term value of legitimacy through trustworthy, 
fair, and accountable actions, over short-term rules enforcement and control. Systems 
must be built to serve all people fairly, not just to enforce law and order.

Expand impact in ways that reinforce local ownership and legitimacy 
In many settings, people access justice and security through a mix of formal and 
informal pathways, such as customary courts, religious leaders or community safety 
groups. Scaling requires engaging with these existing practices; understanding which 
contribute to or undermine accessibility, fairness, and accountability; and identifying 
opportunities for reform. This helps to avoid imposing external models that may be 
seen as foreign or illegitimate, and strengthens alignment with community values, 
needs and expectations. 

UNDP, Guidance Note: Scaling Up Development Programmes (2013).  
Akshara Baru et al., ”Scaling Innovation: It Takes an Ecosystem”, Medium,  
4 August 2020. 

Types of scaling 

Scaling can take multiple forms, depending on the goals, context and systems 
involved. Understanding these pathways from the outset helps teams design 
interventions that are both scalable and impactful.

In a people-centred approach, scaling goes beyond replication or “going national.” It 
may involve expanding to new locations, influencing national policies or deepening 
impact where work is already under way. Scaling becomes transformational when 
it embeds people-centred principles into how systems operate, and drives shifts in 
norms, behaviours and power relations.

The complex nature of justice and security systems means what works in one part of 
the system may not work elsewhere. Scaling should therefore be seen as a flexible, 
ongoing process, that combines different strategies or types of scale depending on 
the context.

There are four main types of scaling:

Horizontal scaling (scaling out). This type of scaling involves achieving greater reach 
by expanding a tested approach to new locations or population groups. An example 
of horizontal scaling would be expanding mobile courts, legal aid clinics or restorative 
justice forums to underserved areas.

6.4.2 

Example | Pakistan

Example | Tajikistan

In Pakistan, women-responsive desks were scaled to 67 model police stations in 
Khyber Pakhtunkhwa province. Each desk is staffed by a trained woman officer and 
offers a safer, more accessible space for women to report violations. The desks have 
increased community trust in police. In Chitral, where suicide rates among women who 
experienced GBV were high, the desks resolved over 100 cases in just three months, 
with a notable drop in suicide rates.

In Tajikistan, UNDP has supported the government to institutionalize legal aid. The 
creation of a state legal aid agency, the piloting of new delivery models and the adoption 
of a law on free state legal aid have enabled the nationwide expansion of legal aid 
services through 40 state legal aid centres. By 2024, the government had assumed full 
responsibility for funding the system.

Vertical scaling (scaling up). This involves institutionalizing a successful approach 
through laws, policies, budget allocations or institutional mandates. An example would 
be adopting a national legal aid strategy based on lessons from pilot projects.
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https://www.undp.org/publications/guidance-note-scaling-development-programmes
https://acclabs.medium.com/scaling-innovation-it-takes-an-ecosystem-a04b64c52782
https://acclabs.medium.com/scaling-innovation-it-takes-an-ecosystem-a04b64c52782
https://www.undp.org/pakistan/blog/undp-expands-scope-and-geographical-reach-its-rule-law-programme
https://www.undp.org/tajikistan/stories/modernizing-crs-and-access-justice-undp-and-switzerland-partner-bring-brighter-tomorrow-people-and-government-tajikistan
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Functional scaling. This type of scaling focuses on deepening or improving the 
function and performance of an existing intervention by enhancing its quality, inclusion, 
sustainability or efficiency. An example would be upgrading judicial processes to 
reduce case backlogs, increase accessibility or improve service responsiveness.

Readiness for scaling

Not every promising initiative is ready to scale. Before investing in scale, teams should 
assess whether the necessary foundations are in place.

Scaling should be guided by the foundational principles of people-centred justice and 
security: human rights, inclusion and participation, empowerment, local ownership, and 
accountability. These serve as benchmarks for assessing whether an intervention is 
ready for scale and whether scaling will reinforce its people-centred impact.

Scaling should not be automatic or assumed. It must be strategic and grounded 
in evidence. Interventions should only be scaled when they have demonstrated 
meaningful results and show clear potential to deliver sustainable, inclusive and locally 
owned impact at scale.

Example | Kenya

Example | Iraq 

In Kenya, UNDP strengthened its existing support to the Small Claims Courts by 
integrating them into a mobile E-Judiciary application. The app allows users to track 
cases, access judgments and receive court notifications, enhancing efficiency, 
transparency and accessibility and enabling the courts to serve more users more 
effectively. 

In Iraq, the model police stations project combined horizontal scaling (expansion to new 
regions), vertical scaling (integration into policing policy), and functional scaling (improved 
service delivery, integrated specialized units, and community feedback mechanisms). It 
became transformational by shifting the culture, norms and mindset of the Iraqi police 
from a militarized force into a civilian, people-centred service. 

Transformative scaling (scaling deep). This seeks to shift social norms, behaviours 
or power relations across systems and communities. It often requires a combination 
of tailored interventions and scaling strategies that adapt to local contexts, needs 
and opportunities. An example would be transforming police services by shifting 
institutional culture, values and behaviours to promote trust, inclusion and community-
oriented policing.

In Latin America and the Caribbean, UNDP has supported the institutionalization 
of people-centred, evidence-based approaches to citizen security, enabling 
more responsive and accountable policing practices and policy. The InfoSegura 
programme has strengthened institutional capacity across the region to collect, 
analyse and use disaggregated, gender-sensitive crime and violence data for 
planning and policymaking. It has improved the quality and comparability of 
regional security statistics and fostered intergovernmental coordination. The 
programme has helped shift institutional mindsets from crime control to human 
security, and catalysed deeper change in how police institutions define security, 
use data, and engage with gender and communities. The CariSECURE programme 
supported the scaling of the Police Records Management Information System 
(PRMIS), a digital platform for standardized, real-time collection and analysis of 
crime and violence data. Piloted in model police stations and rolled out across 
police services in the region, PRMIS has improved police data quality and 
enhanced efficiency and accountability. The initiative is helping embed more 
evidence-based and people-centred practices into daily policing operations, 
supporting a shift from reactive law enforcement to proactive citizen security and 
preventive policing. 

6.4.3

Example | Latin America and the Caribbean
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https://www.undp.org/kenya/news/driving-justice-through-innovation
https://www.undp.org/iraq/publications/conflict-peace-and-stability-lessons-undps-support-people-centred-policing-iraq
https://erc.undp.org/evaluation/documents/download/15213
https://www.undp.org/latin-america/press-releases/carisecure-20-equipping-youth-take-charge-against-crime
https://www.youtube.com/watch?v=NVIAEX3Cp_0
https://www.youtube.com/watch?v=NVIAEX3Cp_0
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Factors to be considered when assessing readiness for scaling include:

	 �Impact: Has the initiative demonstrated meaningful and sustained outcomes, 
especially for those most at risk? Has the intervention improved access, trust, 
safety or accountability? 

	� Institutional demand: Is there political backing and technical capacity to adopt 
or absorb the intervention? Is there support and commitment from ministries, 
institutional leadership, local authorities or judicial bodies? 

	� Feasibility: Are there enabling conditions or champions for scale? Could it 
provoke resistance from power holders or entrenched interests? Is there political 
leadership and commitment to sustain change across political cycles?

	� Adaptability: Can the intervention work in diverse contexts without losing its 
people-centred focus? Has it been tested in different contexts (urban/rural, 
stable/volatile, formal/informal)?

	� Inclusion and accountability: Will scaling strengthen or undermine inclusion, 
trust and rights? Could scaling reinforce harmful practices?

	� Sustainability: Are there mechanisms to ensure quality control, learning and 
institutionalization? Can community engagement be maintained over time?

	� Integration: Can the approach be sustained by UNDP or in partnership with 
other UN agencies or development partners? Are there opportunities to 
combine or align with other activities working on similar issues or engaging the 
same stakeholders?

	� Resourcing and funding: Are sufficient financial resources available, or is there 
a clear strategy to mobilise them? Will the intervention remain viable if external 
funding declines?

Effective scaling lays the groundwork for sustaining change. Section 6.5 explores 
how to embed people-centred approaches into the rules, incentives, behaviours and 
capacities of institutions, ensuring that progress endures and systems continue to 
evolve in response to people’s needs.

EMBEDDING AND SUSTAINING CHANGE

Embedding change ensures that what works is not just scaled but becomes part of the 
system’s architecture. It means incorporating people-centred principles and practices 
into the structures, rules, routines, relationships, and values that shape institutions and 
behaviour across the system. It requires working with the full ecosystem of justice and 
security providers, including State institutions, community-based actors and hybrid 
mechanisms, recognizing that all contribute to people’s experiences of justice and 
security. 

Common pitfalls to avoid:

	� Focusing on expansion instead of transformation. Scaling is not just about 
reaching more people with more services. If it does not improve fairness, trust 
or accountability, it risks replicating underlying problems at a larger scale. 

	� Replicating technical models without addressing social norms or power 
dynamics. When interventions focus only on technical inputs without seeking 
to shift institutional behaviour or policy, they are unlikely to achieve lasting or 
meaningful change. 

	� Scaling without political will or institutional ownership. When key institutions 
lack commitment or capacity, even well-designed models can fail to take root 
or be sustained. Without government support, local ownership and stakeholder 
engagement, scaling is unlikely to succeed.

	� Applying the same model everywhere. Uniform “one-size-fits-all” approaches 
that are not adapted to local political, cultural and social contexts risk being 
ineffective, causing harm or undermining sustainability.

	� Losing people-centred values as programmes grow. As initiatives scale, they 
can become bureaucratized, disconnected from communities or overextended, 
undermining service quality or impact. 

6.5
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Where transformative scaling seeks to deepen and expand system-level change, 
embedding ensures that change survives beyond projects, personalities or external 
funding cycles. Embedding change ensures that transformation becomes “how the 
system works.”

This means moving beyond temporary projects or donor-driven activities to build 
sustainable public functions and community-based practices that are owned and 
led by national or local actors. It requires translating tested approaches into laws, 
policies, mandates, budgets, institutional cultures and local practices, in partnership 
with government and community actors. It also involves embedding people-centred 
ways of working into daily practice, ensuring that fairness, dignity, participation and 
accountability are reflected in how justice and security are delivered, whether by State 
institutions, community-based actors or hybrid arrangements.

Justice and security systems are not simply technical structures, but complex social 
systems rooted in relationships and power dynamics. Sustaining change across a 
system requires people. Transformative reforms take root not just through policies and 
procedures, but through the behaviours, relationships and shared values of those who 
enact them:

	� When institutional leaders, community authorities, and other influential actors 
model people-centred principles in their daily work, they reinforce trust and 
signal that these values are core to institutional identity and public accountability. 

	� Change is more likely to stick when it is shaped by those who live it: reforms that 
respond to people’s experience, leverage local knowledge and are co-designed 
with affected communities tend to be more legitimate, resilient and adaptive 
over time.

	� People-centred systems change is rarely driven by a single actor. It is sustained 
through networks of individuals (change agents, champions and connectors) 
who span institutions and communities. These networks foster shared purpose 
and help align behaviours across diverse parts of the system. Supporting such 
networks can help embed change even as leadership or political conditions 
shift.

Institutionalizing people-centred approaches means embedding not just specific 
practices, but also the core principles that underpin them. They serve as practical 
benchmarks for assessing whether institutionalization is truly people-centred. Each 
principle is illustrated below with examples of how it can be embedded in practice.

	� Human rights: Embedding rights protections into laws, service charters, or 
codes of conduct and strengthening oversight bodies, grievance mechanisms, 
and due diligence frameworks that hold private and public actors accountable 
for the human rights impacts of their actions.

	 �Inclusion and participation: Mandating community participation in planning 
processes, user feedback in service design, or participatory budgeting for justice 
and security services.

	 �Empowerment: Institutionalizing paralegal networks in legal aid structures, 
conducting legal awareness campaigns, or simplifying procedures that help 
people better understand and navigate justice systems.

	 �Local ownership: Ensuring approaches are embedded in local policies and 
structures, and are valued, led and adapted by local actors.

	� Accountability: Integrating community scorecards, complaints mechanisms and 
external oversight into monitoring and management systems.

There is no single pathway to embedding change. Effective embedding is context-
specific and often incremental. It depends on the system’s entry points, capacity and 
openness to change. 

See Section 5.3 for identifying entry points using the Six Dimensions Tool.  

“Embedding” means supporting and enabling people within the system to 
drive change from the inside.C
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https://www.undp.org/rolhr/publications/practical-tool-business-human-rights-due-diligence-and-environment-hrdde


140

Practical strategies for embedding include the following:

Translating learning into formal systems. Integrate successful innovations into laws, 
policies, mandates, standard operating procedures, training curricula or budget lines, 
such as embedding paralegal networks into national legal aid structures.

Strengthening institutional capacity. Build the integrity and capacity of institutions 
and the people in them to deliver people-centred services aligned with human rights 
and service orientation.

Embedding monitoring and accountability mechanisms. Incorporate user feedback 
mechanisms into court or police oversight structures. Institutionalize perception 
surveys, citizen scorecards, complaints mechanisms, or open performance data that 
enable public trust-building and transparent, responsive management.

Working with community-based mechanisms. Support community and hybrid 
mechanisms to institutionalize the practices they value and are willing to sustain. This 
includes building on customary or community mechanisms where they align with 
human rights standards.

Linking micro-level change with macro-level reform. Use data, learning and policy 
engagement to link community-based innovations to national reforms, connecting 
bottom-up insights with top-down change.

Supporting networks and coalitions for change. Support networks of reformers, 
change agents and community stakeholders who can collectively embed people-
centred approaches into the system. Support convening, learning platforms, and 
informal collaboration spaces between justice and security providers and users to 
build shared understanding, trust and responsiveness.

Embedding is not a one-time achievement but part of an ongoing process. Justice 
and security systems are dynamic. They are constantly evolving in response to 
internal shifts, political changes and external pressures. Embedded practices and 
norms can erode, distort or be co-opted if they are not maintained through continued 
engagement, reflection and adaptation. Supporting the emergence of people-centred 
systems requires sustained commitment, not just to institutionalize practices and 
principles, but also to nurture the conditions that allow them to take root, evolve and 
endure over time.

Example | Malaysia

Example | Sierra Leone

In Malaysia, the judiciary and UNDP partnered to produce the IFCE Report, a framework 
for identifying entry points for judicial reform. Described by the then Chief Justice of 
Malaysia, Tan Sri Richard Malanjum, as a “medical report for the judiciary,” it gathers self-
assessments in seven areas of court functioning: leadership and management, planning 
and policies, resources, proceedings and processes, client needs and satisfaction, 
affordable and accessible court services, and public trust and confidence.  

In Sierra Leone, Local Policing Partnership Boards are a formal part of the community 
policing strategy designed to ensure that citizens are involved in defining and solving 
local security problems. This community-based initiative has been sustained because 
both police services and the community consider the boards important to local safety 
and security.

See Annex 6: The People-Centred Capacity and Integrity Framework. 

Aligning incentives and human resource systems. Embed people-centred principles 
into institutional hiring practices, performance evaluations, training requirements and 
promotion pathways. 

Embedding community engagement into institutional practice. Institutionalize 
mechanisms that ensure justice and security institutions routinely engage the people 
they serve—for example, mandating public consultations in security strategies or 
participatory budgeting for local justice services.
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https://www.undp.org/malaysia/blog/supporting-judiciary-strengthen-access-justice-malaysia
https://www.undp.org/malaysia/blog/supporting-judiciary-strengthen-access-justice-malaysia
https://www.undp.org/malaysia/publications/international-framework-court-excellence-ifce-report
https://www.undp.org/sites/g/files/zskgke326/files/2025-04/police_strategy_booklet_29th_jan-2025.pdf
https://www.undp.org/sites/g/files/zskgke326/files/2022-08/Analyse-VAng2.pdf
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Embedding is ultimately about building a constructive and accountable relationship 
between society (including people, communities, civil society and the private sector) 
and the State. When embedding is successful, it fosters mutual accountability: Justice 
and security institutions become more responsive to communities, and communities in 
turn gain greater voice and trust in the system. Over time, this helps cultivate a culture 
where justice and security are seen not as tools of State control, but as shared public 
goods rooted in fairness, human rights, accountability and responsiveness to people’s 
needs. This shift is at the heart of the people-centred approach. 

See Section 2.1 to understand how the approach strengthens  
the social contract.

NAVIGATING CHANGE AND VOLATILITY 

Justice and security programming takes place in environments marked by complexity, 
uncertainty and constant change. Volatility, whether driven by conflict, political 
transitions, social unrest, economic shocks or environmental threats, is not an 
occasional disruption but a persistent condition. For people-centred justice and 
security programming to be effective, it must be able to adapt, respond and evolve 
alongside the shifting realities it seeks to influence.

Navigating change and volatility is not merely a question of managing risk; it is a 
strategic necessity for sustaining relevance, legitimacy and impact. This requires a 
deliberate shift from conventional, linear planning to adaptive, learning-driven and 
systems-informed approaches that can work with complexity rather than against it.

Justice and security systems operate within complex environments. They involve 
diverse actors, interdependent relationships, competing interests and often 
contested legitimacy. Change within these systems rarely follows a predictable path. 
Programming must therefore be flexible and responsive, with the capacity to adjust 
based on evidence, feedback and evolving context. 

UNDP, Development at Risk: Protecting Gains and Unleashing 
Opportunities amid Crisis (2025). 

Adaptive programming offers a practical pathway to navigate volatility. It emphasizes 
learning by doing, iterative decision-making, and responsiveness to emerging 
challenges and opportunities. In practice, this means working politically, understanding 
power dynamics, incentives and resistance, and adapting strategies to navigate 
constraints while maintaining a clear focus on people’s rights, needs and expectations. 
UNDP’s work in contexts such as Somalia, Yemen, Myanmar, Afghanistan and 
Guatemala has shown how adaptive approaches can strengthen the relevance of, trust 
in, and impact of justice and security programming, even amid significant constraints. 
It highlights that there are no blueprint solutions. Effective responses are discovered 
through ongoing analysis, experimentation and learning.

Common pitfalls to avoid:

	� Focusing only on State institutions. Overlooking the non-State or hybrid 
mechanisms that many people turn to for justice and security weakens 
relevance and sustainability.

	� Treating institutionalization as a technical exercise. Ignoring the role of 
relationships, legitimacy, incentives and political will within institutions and 
communities undermines long-term change.

	� Imposing models that do not fit. Approaches that disregard local norms, power 
dynamics or capacity are unlikely to take root or be sustained.

	� Assuming uptake means ownership. When an intervention is adopted without 
being genuinely valued or supported by institutions or communities, it risks 
superficial implementation or eventual rejection. 

	� Separating embedding from adaptation. Failing to adapt over time can make 
embedded practices outdated, reducing their relevance and effectiveness as 
systems and needs change.

6.6
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https://www.undp.org/publications/development-risk-protecting-gains-and-unleashing-opportunities-amid-crisis
https://www.undp.org/publications/development-risk-protecting-gains-and-unleashing-opportunities-amid-crisis
https://undpsurge.medium.com/an-experimental-mindset-to-develop-agile-interventions-in-crisis-countries-da65858213c0
https://www.undp.org/somalia/blog/navigating-uncertainty-my-journey-adaptive-management-somalia
https://www.undp.org/sites/g/files/zskgke326/files/2022-09/yemen_cpd_2023-2024.pdf
https://www.undp.org/myanmar/about-us
https://undp.sharepoint.com/teams/adaptivemanagement/SitePages/Managing-Adaptively-in-Fragile-Contexts---The-Learning-Loop-in-Practice-with-UNDP-Guatemala.aspx
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The following strategies offer practical ways to navigate change and volatility.

	� Integrate power and political economy analysis into everyday programming. Use 
PPEA to understand power dynamics, anticipate shifts and identify opportunities 
to influence change. This includes regular, informal analysis by teams in close 
contact with the context. 

See Section 4.6 for tips on undertaking PPEA.  

	� Apply scenario planning as part of strategic foresight to explore different 
possible futures, test assumptions and develop flexible strategies for action. 
This supports anticipatory decision-making and helps programmes navigate 
uncertainty with greater confidence and adaptability.

	� Build strategic capacities within teams to detect early signals, assess risks and 
opportunities, and respond effectively. This includes strengthening political 
intelligence, adaptive leadership and risk management.

	� Design for flexibility in activities, partnerships and monitoring frameworks. 
Leave space to adjust who is involved, how interventions are delivered, and 
which actions are prioritized as the context evolves. Engage donors early and 
throughout implementation to align expectations, build trust, and ensure that 
programme adjustments remain supported and transparent.

	� Work through diverse partnerships to remain agile. Avoid reliance on any single 
institution or actor. Engage both State and non-State partners who can help 
sustain action under changing conditions. 

See Section 4.6.2 for tips on stakeholder mapping. 

	� Use adaptive management approaches to test and refine solutions. Start 
with smaller-scale interventions, monitor feedback and scale up what proves 
effective. Adaptation should be purposeful, informed by evidence and clearly 
documented. 

See Sections 6.3 and 6.4 for tips on adaptation and scaling. 

	� Invest in resilient information systems to generate timely data and feedback. 
Real-time information supports faster learning, better decisions and greater 
responsiveness. For example, UNDP Lebanon’s Tensions Monitoring System 
captures real-time data on tensions across communities to inform programming.

	� Support agency and co-creation by empowering local actors (State and 
communities) to adapt and lead justice and security responses, which 
strengthens resilience and promotes ownership. 

See Section 5.2 for tips on co-creation and local ownership. 

See Section 5.5 for examples of participation-focused interventions. 

UNDP, Foresight Manual Empowered Futures for the 2030 Agenda (2018). 
UNDP, Choosing Your Tomorrows: Using Foresight and Anticipatory 
Governance to Explore Multiple Futures in Support of Risk-Informed 
Development (2023).
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https://tms-lebanon.com/
https://www.undp.org/sites/g/files/zskgke326/files/publications/UNDP_ForesightManual_2018.pdf
https://www.undp.org/publications/dfs-choosing-your-tomorrows-using-foresight-and-anticipatory-governance-explore-multiple-futures-support-risk-informed-development
https://www.undp.org/publications/dfs-choosing-your-tomorrows-using-foresight-and-anticipatory-governance-explore-multiple-futures-support-risk-informed-development
https://www.undp.org/publications/dfs-choosing-your-tomorrows-using-foresight-and-anticipatory-governance-explore-multiple-futures-support-risk-informed-development
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This way of working reflects a wider shift in development practice. Adaptability, 
participation, trust and learning are not just features of good programming; they 
are essential capabilities for navigating risk and delivering fair justice and security 
outcomes in complex and changing environments.

Navigating volatility requires strategic discipline and a commitment to learning. 
Programmes should create space for structured reflection and adjustment throughout 
implementation, including tracking context changes, documenting decisions, and 
communicating transparently with partners and communities. These practices help 
ensure that programming remains responsive, grounded in real-time needs, and able 
to deliver meaningful results even in the face of disruption and uncertainty. 

See Section 6.2 for more on structured reflection and learning tools and 
approaches, including sensemaking. 

Programming tip: 
Calibrating reflection and learning to the context

In volatile or uncertain settings, teams may need to hold more frequent reflection 
sessions and adjust workplans as needed. In more stable contexts, reviews can 
be less frequent. Tailor not just the timing but also the depth of reflection: regular 
check-ins can help refine day-to-day implementation, improve specific activities or 
solve immediate problems. Less frequent but more in-depth sessions can support 
strategic adjustments based on questioning assumptions, testing different strategies 
or rethinking what success looks like. Both types of learning are important and 
should be planned intentionally.

Common pitfalls to avoid:

	� Treating volatility as an exception, not the norm. Programming that assumes 
stability risks becoming irrelevant, unfeasible or unsustainable in contexts of 
constant change. 

	� Relying on a single partner or entry point. Narrow partnerships reduce flexibility 
and adaptability when political conditions shift or entry points close.

	� Confusing adaptation with improvisation. Without strategy and evidence, 
adaptation can become reactive, incoherent and less effective.

	� Delaying course correction. Waiting for formal evaluations or end-of-project 
reviews can miss critical windows for adaptation and learning. 

	� Ignoring political and institutional dynamics: Failing to regularly scan for 
emerging risks, resistance or shifts in power can weaken implementation and 
undermine strategic planning.
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