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COV I D -19 
How the pandemic is changing the way we teach our Youth Ready curriculum

The Vision for Vulnerable Youth Initiative focuses on 
developing the literacy, life skills and civic values 
of teens and young adults in Central and South 
America. The program works with young people 
aged 14–29 using the Youth Ready curriculum, 
which trains participants in emotional, cognitive 
and communication skills that help with the 
development of their livelihoods. The ultimate 
outcome is empowered youth who are equipped 
to be engaged, productive citizens.

Running from 2019–2023, the program is underway  
in seven countries, including El Salvador, Guatemala, 
Honduras, Peru, Colombia, Bolivia and Ecuador.  

Challenges and solutions related to COVID-19 

The pandemic brought with it several challenges for 
the Vision for Vulnerable Youth Initiative. Adapting our 
methods was necessary for the program to continue 
effectively, and these changes provided several 
learning opportunities.

To evaluate our ability to adapt and respond, we 
developed the Center of Learning for Adolescents 
and Youth (CLAY) together with World Vision US. The 
partnership brought together our expertise in youth 
programming while creating standards and systems 
for gathering evidence data. This created a structure 
to collect project learnings, share information and 
coordinate research across countries where the 
Vision for Vulnerable Youth Initiative is implemented.   
A key goal was understanding the widespread, 
multi-dimensional effect of COVID-19 on the 
communities where the program takes place. 

Using criteria developed by the Organization for 
Economic Cooperation and Development (OECD), 
the CLAY evaluation looked at relevance, coherence, 
effectiveness, efficiency, impact and sustainability 
to understand and analyze how the program 
responded and adapted in each country.

1. Moving the curriculum online

At the beginning of the COVID-19 pandemic and
its resulting lockdowns, teams across the seven
countries moved quickly and collaboratively
to shift the Youth Ready curriculum delivery
online. After analyzing the multitude of platforms
available and prioritizing the needs of the youth,
the teams decided to use multiple options,
including the Youth Ready App—a tool that had
been developed before the pandemic—along
with WhatsApp, Zoom, Google Classroom,
YouTube, Moodle and Chamilo, an e-learning and
collaboration software.

2. Ensuring access to training materials

Despite the quick pivot toward fully online
curriculum using a variety of delivery options,
only 56% of youth (53% of females and 57% of
males) who were surveyed across all countries
reported having adequate access to internet and/
or devices for learning. Youth in urban areas were
found to have more access; however, the majority
of youth in the program are vulnerable and live
in rural areas, creating barriers related to internet,
smartphones and connectivity.

To ensure participants could access the Youth
Ready curriculum, the program provided some
youth with mobile data recharges, devices and

Fernando, 18, is a project participant from 
Bolivia. He received some tools and materials 
to help get his new shoe repair business off 
the ground and named his business La Bota 
Feliz, which means “the happy boot”.
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credits to access the internet. For those who 
needed physical copies, the teams got creative, 
using radio programs, USBs, DVDs and printed 
workbooks to reach youth without internet 
access or devices. 

We learned that a virtual methodology was 
most relevant for urban areas—in part because 
of internet access issues, but also because urban 
learners were less likely to rely on oral traditions 
and had higher reading comprehension and 
math skills. 

3. Working through “Zoom fatigue”

Once equipped with access to the curriculum,
the program participants continued to face
challenges completing and submitting
assignments online and staying engaged in the
virtual learning experience. Project facilitators
learned to combat this with personalized follow-
up calls, messages through WhatsApp and Zoom
events designed to encourage collaboration and
interaction among peers.

With the digital delivery of the program, most
participants experienced the now widely
understood effects of “Zoom fatigue” and digital
exhaustion. To address the youth’s mental health
concerns—which included digital exhaustion,
depression and anxiety—workshop facilitators
were offered virtual training on mental health
and psychosocial support.

4. Alleviating strain on facilitators

Project facilitators faced increased workloads,
responding to questions and concerns outside
of business hours, searching for training
resources and reviewing individual assignments.
The project teams recognized this and started
virtual workshops for staff across the seven
countries to have dialogue, reflect on their
experiences and share best practices.

In addition to the overarching lessons identified 
across all seven countries, our project staff 
highlighted learnings that were unique to their 
specific countries and communities. For example:

• In Colombia, project facilitators learned that
sharing success stories and reinforcing the necessity
of perseverance to achieve goals was a helpful tool
to improve the youth’s retention and commitment.

• In Peru, staff learned that many participants
had been pushed into informal work during the
second wave of the pandemic, disrupting their
schedules and making attendance at the Youth
Ready virtual workshops more difficult. Regular
contact with community leaders and Youth
Ready facilitators allowed the youth to continue
their training in a personalized way after their
needs were understood.

• In Guatemala, the team is developing
interactive approaches to reach youth in remote
rural communities, including use of the radio.

Through the adaptations related to COVID-19 
and resulting lessons learned, 91% of the youth 
participants (91% of males, 91% of females) 
completed the program in fiscal year 2021.  

Participant delivery preferences

Full in-person delivery of the program is preferred 
by the majority of the youth as it increases:

1. Effectiveness of interacting with other young
people and facilitators.

2. Ease of understanding the course content.

3. Ease of asking facilitators questions and
receiving comments in real-time.

YOUTH PREFERENCES 
ON THE DELIVERY 
METHOD

— 61% FULLY IN-PERSON

— 33% IN-PERSON & ONLINE

— 6% FULLY ONLINE

YOUTH READY PROGRAM 
DELIVERY ACROSS  
ALL COUNTRIES

— 49% IN-PERSON & ONLINE

— 35% FULLY ONLINE

— 17% FULLY IN-PERSON

With the pandemic still unfolding, and case numbers 
continuing to fluctuate across Central and South 
America, we expect that the Vision for Vulnerable 
Youth Initiative will continue delivering the Youth 
Ready curriculum with a blended approach: both 
online and in-person. Moving forward, we’ll continue 
to finetune our methods and integrate the lessons 
shared—along with future ones—as we focus on 
keeping youth motivated and engaged.  
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G E N D E R  E Q UA L I T Y 
Five key pillars for effective programming

Ten-year review on World Vision’s 
gender equality work

In 2021, World Vision conducted a review of our 
global programming over the past ten years, in 
order to 1) see how we are addressing a series of 
gender equality barriers previously identified in 
2019, and 2) glean lessons that we can apply to 
future programming. 

We found the majority of projects that 
effectively address both gender equality and the 
empowerment of women and girls contained five 
elements or “pillars”—applied in combination—as 
the foundation of their theory of change. Beyond 
those elements, the projects also simultaneously 
addressed agency, relationships and structures 
to achieve gender equality. This process has 
confirmed that our new Gender Equality, 
Empowerment & Human Rights Framework is 
grounded in approaches and strategies that work.  

Here are the five key pillars we identified that 
have made World Vision’s programming gender 
transformative. 

1. Address gender equality and the empowerment of women and girls as both a core
objective and a key contributor to change

World Vision approaches our Canadian grant projects first and foremost as gender equality projects.
We believe that unless gender equality and the empowerment of women and girls is a core project
objective, the achievement of all other project goals—food security, education, health, sexual and
reproductive health and rights, child protection and more—are severely compromised.

2. Partner with women and girls

In both our development and humanitarian programs, we help women and girls build knowledge,
confidence, participation, negotiation and leadership skills. We encourage them to find their
voice and their power, to define and act on personal and collective goals, to make important life
decisions and to participate in the economy and public life.

We support women and girls to exercise agency in different ways, both as individuals and collectively,
at individual, household, community and institutional levels. An important part of empowering
women and girls is working with their husbands or partners—along with other power-holders and
gatekeepers—to accept women and girls’ equal participation in decision making.

3. Foster enabling environments

We situate our gender equality projects within the local set of interrelated, interdependent
structures and practices, including policies, laws, institutional mechanisms, resources, norms,
beliefs, attitudes and practices that impact gender equality. Our work seeks to bring about
sustainable and lasting changes by empowering women and girls as informed advocates for
change, supported and enabled by their social and economic advancement.

https://bornontime.org/celebrating-fathers-who-are-helping-babies-to-be-born-on-time/
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4. Elevate the social value and position of women and girls

World Vision promotes equitable gender relations and the increased social value of women
and girls by challenging the prevailing gender relations. The established norms often result in
gender power imbalances that disadvantage women and girls. Our work involves promoting an
appreciation among power-holders—and women and girls themselves—of the value of women’s
knowledge, capabilities and contributions at all levels of society. We help them to understand the
benefits experienced by everyone when gender-based barriers are dismantled.

5. Engage men and boys and leverage the influence of multi-faith and traditional leaders

World Vision provides a platform for community members and leaders to address the root
causes of inequality and foster an environment that encourages transformative change, in both
individuals and the broader community. We actively encourage and support men and boys;
community, faith-based and traditional leaders; teachers; health care providers and other key
stakeholders to critically reflect on and challenge the broadly held norms and power dynamics
that perpetuate gender inequality. This work helps facilitate a process of transformation toward
positive, equitable and inclusive values and practices that promote gender justice and equality.

Case Study: Born on Time Program

Between 2016 and 2021, we teamed up with Plan International Canada and Save the Children Canada as 
implementing partners, and the Government of Canada and Johnson & Johnson as funding partners, 
to implement Born on Time, the first public-private partnership dedicated to the prevention of preterm 
births. This $30 million initiative was implemented over five years in Bangladesh, Ethiopia and Mali—three 
countries that together account for more than one million preterm births annually. 

Born on Time was a gender-transformative program that worked to address the key risk factors for 
premature birth. By implementing all five gender equality pillars as a part of its strategy, the program 
made significant strides in the project areas. 

https://www.wvi.org/faith-and-development/channels-hope
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After participating in Born on Time programs, Ehitnesh 
and her husband Ayelign both started challenging 
long-held ideas about their roles at home. 

During Ehitnesh’s first three pregnancies, she had been 
stressed and isolated, maintaining heavy workloads 
without support. Born on Time set the couple on a new 
trajectory, and the change was notable when Ehitnesh 
became pregnant with their fourth child. 

“Ayelign took care of me. He encouraged me to eat 
healthy foods. … he accompanied us to health centre 
visits, where we got vaccines. Ayelign didn’t used to do 
laundry, but now he helps,” Ehitnesh reports.

Five pillars of gender equality addressed in Born on Time 

Born on Time was conceptualized as a gender equality program, understanding that to address the key risk 
factors of premature birth, it would be necessary to address gender equality issues related to maternal, 
newborn and reproductive health care. With this foundation, the program addressed gender equality and the 
empowerment of women and girls as a core objective and key contributor to the outcomes of the project.

Born on Time also partnered with women and girls, empowering them by investing in their health and 
nutrition-related knowledge, leadership and decision-making power. Women and girls were supported 
to apply their knowledge as members and leaders of community health committees and sexual and 
reproductive health and rights (SRHR) clubs for youth. Through this, the social value and position of 
women and girls was elevated, as women and girls claimed their voice and gained social visibility as 
important contributors to household and community decision making. 

Born on Time also aimed to foster an enabling environment, working within the health care systems in 
Bangladesh, Ethiopia and Mali to promote institutionalized gender-responsive and adolescent-friendly 
health care services. This was done by building the capacity of health care providers, refurbishing health 
facilities and providing supportive supervision and mentoring. 

Of particular significance, the program also engaged men and boys as active partners for change. 
Men and boys in Bangladesh, Ethiopia and Mali were involved in social and behaviour change activities, 
including fathers’ clubs, husbands’ schools, male dialogue groups and adolescent boys’ peer groups. 
World Vision, with our partners, also engaged key influencers including community and religious leaders 
and mothers-in-law to help transform harmful gender norms and address gender-based discrimination 
that has negative and long-lasting effects on maternal and newborn health. 

The implementation of all five gender equality pillars in Born on Time resulted not only in positive changes 
with gender equality—it also contributed to success in addressing the key risk factors of premature birth. 
Comparison between baseline analysis in 2016 and end-line analysis in 2020 revealed: 

• In Bangladesh, women reporting equitable decision making within their households related to seeking
health care information and services for themselves or their newborns jumped from 11.2% to 30.8%.

• In Ethiopia, male partners who consider a husband to be justified in hitting or beating his wife
decreased from 67.4% to 46.8% over the life of the program.

• In Mali, the percentage of community health centres that have action plans for healthy pregnancy,
delivery and care for newborns that adhere to gender-responsive and adolescent-friendly standards
increased from 0 to 91%.
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DATA  C H A L L E N G E S 
Lessons learned with sex-disaggregation

World Vision Canada considers gender equality a critical 
priority, and yet—an analysis of our 2021 data revealed 
that only 18.5% of the data points related to measuring 
“people” in our system are disaggregated by sex.

This finding varies across our portfolio. For example, 
among some program types, including grants with 
Global Affairs Canada (GAC), UN institutions and projects 
involving higher net worth donors, 70% of the data is 
sex disaggregated. However, these types of programs 
form a smaller portion of the dataset—just over 25% of 
the total number of data points. 

That means the majority of our programs focused on 
long-term investments in communities supported through 
sponsorship do not have any sex-disaggregated data. 

Roadblocks to solving the problem
Together with the countries that form our global  
World Vision Partnership, we capture and store 
a significant amount of data within a centralized 
database. While it had been specified that the 2021 
data would be disaggregated by sex, when we 
received it there was no disaggregation.

In working to identify the source of the problem, we 
found that some data had, in fact, been collected in 
sex-disaggregated form. However, this was done through 
a parallel process not accounted for in the default data 
delivery method. Because of timeline constraints, we were 
unable to review and clean the data for use in our 2021 
reporting, but we intend to adjust our process next year.   

Why this failure is significant 
1. Understanding the unique needs of the girls,

boys, women and men in the communities we
serve is vital as we partner with them to bring
change. Data is an important way for us to gain
insights into their particular needs as well as the ways

they are benefitting from World Vision’s projects. Yet 
without sex-disaggregated data, we are failing to even 
understand how many individual girls, boys, women 
and men are being reached through our work. 

2. We need to know if we are reaching the people
we set out to reach. Identifying an overall number
of people is not sufficient; we need to know if we are
helping the specific people we intended to—and
because we focus on reaching the most vulnerable,
that means women and girls in particular.  

3. Sex-disaggregated data is necessary for better
impact measurement. Without it, we have no
way to test our assumptions and identify nuances
between groups as we measure progress and
change. For example, if we can’t confirm that 90%
of our savings group members are women, we can’t
say with certainty that the groups are supporting
women’s empowerment. If we don’t know the
breakdown of Youth Ready participants by sex,
we can’t determine whether men and women are
graduating at the same rate or follow up on specific
gender barriers that may exist.

4. Without the disaggregation, we rely on
estimations. We use country population databases
from the UN and World Bank to fill in the breakdown
of non-disaggregated data. These sources give us
well-informed estimates but without the real data,
the numbers are not precise.  

Our plan to move forward 
A review of our current data situation reveals 
some learnings. 

• It appears that we’ve been more likely to capture

sex-disaggregated data in projects where the donor 
requires it, or when disaggregation is built into the 
project design. If not, it becomes more difficult to add 
later on, and falls lower in the priority order. 

• When data is collected in sex-disaggregated format,
we need to ensure that data management systems
allow all parties involved in the analysis to have full
access to the system—while maintaining people’s
privacy and confidentiality—so that the full scope of
data does not go unused.

• In projects where we are directly involved in the data
management, we’ve been more likely to ensure the
disaggregation is complete—yet we still have room
to improve in this.

• Capturing sex-disaggregated data during emergency
responses must be balanced against the need to
reach people with urgent assistance, but we must also
leverage better technology for efficient collection.

The sex-disaggregation of our data is a priority 
for World Vision as we raise our bar on impact 
measurement and reporting, and we have plans to 
ensure this moving forward.

For new projects: We will ensure sex disaggregation 
systems and processes are built into project designs as a 
standard practice.

For data that we directly control: We will build 
mechanisms to ensure project managers or those 
accountable are responsible for reviewing the 
disaggregation and updating it if needed.

For data that we do not directly control: We will take 
a more active role with the Partnership’s Global Centre 
to advocate for the disaggregation of the data and make 
sure the data we receive includes it.

By 2023, we aim to have more than 90% of our 
indicators disaggregated by sex.
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I M PAC T  M E A S U R E M E N T 
What we’ve learned through World Vision’s Agile transformation

Agile: A new way of working

In 2020, World Vision decided to comprehensively shift the way our teams in Canada 
work, with organizing around impact measurement as a priority area. We began the 
process of adopting the “Agile” methodology across the organization—it was and 
continues to be a monumental shift.

Agile is a nimble, reactive approach. Originally born in the software development 
world, it values getting work done through personal interactions, customer 
collaboration, flexible working solutions and adaptability.   

This is quite different from the traditional approach that most workplaces have used 
to manage projects, known as the “Waterfall” approach. Waterfall follows a linear 
path toward completing a project. In this process, there are clear dependencies that 
need to be considered before the next step is taken, and the entire product is not 
delivered until the project’s end. 

The Waterfall method is ideal for many kinds of work—like building infrastructure, 
for example—but often has the tendency to: 

• Create silos for work to get done.

• Allow for handoff delays and information to be lost in translation or corrupted.

• Prevent cooperation across silos because priorities are not aligned.

In a world that is constantly shifting, we need ways of working that are flexible and 
adaptable. The Agile approach prioritizes smaller deliverables within shorter timeframes 
as we continuously learn what customers want. It allows teams to “iterate” along the way, 
involving multiple people on the various pieces needed for a final product. 

Agile gives teams a structure to try new things, to test, to invent and to fail—fast—
while constantly learning and applying what they’ve learned. 

Learn more about the Agile methodology here.

Implications for World Vision’s impact measurement work

One of the first groups at World Vision to adopt this Agile approach was the Impact 
Value Stream, a team whose focus runs from supporting in project design to data 
collection and analysis to results reporting.

This team united staff with diverse skills—including monitoring, evaluation 
accountability and learning (MEAL) professionals, data engineers, financial analysts and 
content specialists—with the common goals of 1) maximizing World Vision’s ability 
to report impact to improve the lives of vulnerable girls and boys, and 2) showing our 
supporters how their contributions through World Vision achieve greater impact.  

Advantages seen with Agile 

Since adopting the Agile approach and structure, the Impact Value Stream has 
experienced several benefits.

1. Collaboration has increased, with teammates from five different departments
now working together. People who did not work side by side—yet had
dependencies on each other—now collaborate daily.

2. Lag times have decreased as a result because teams can prioritize work that is
valuable to the organization without competing departmental priorities or delays.

3. Project information has been consolidated into one single source of truth
where it once was stored in several different places.

4. Respect for others’ skills has grown as people from different areas of the
organization work closely together.

5. Work is being done and corrected quickly, allowing us to better meet the
organization’s needs.

6. Our budgeting process is leaner, not tied up in annual cycles but disbursed
based on changing needs throughout the year, allowing us to access funding
quicker in order to address high-priority needs.

https://www.scaledagileframework.com/


W O R L D  V I S I O N  C A N A D A 9A N N UA L  R E S U LT S  R E P O R T  2021 -  L E A R N I N G S

Accomplishments in 2021

The team was busy and productive using the Agile approach in 2021, with two 
significant achievements to highlight. 

1. We built essential project data infrastructure.

World Vision lacked the infrastructure needed to collect, manage and track
World Vision’s programmatic information and data, so in 2021, a new digital
project management system was built.

This was a necessary step toward both maximizing and communicating the
organization’s impact. This new system allows us to track every project that
World Vision is implementing along with its related data. Using it, we can analyze
project results based on geography, sector, gender, intervention type and
changes achieved.

In 2021 this new infrastructure was put to use supporting other areas of the
organization by digitizing offline processes, with our grant management, fund
alignment and gifts-in-kind processes all now leveraging the system. This
consolidation has reduced staff worktimes and, more importantly, the data
integration will allow for deeper insights in the future.

2. We developed a theory of change framework.

To understand how World Vision’s results are connected at the project and
portfolio level, the Impact Value Stream first needed to build a “theory of
change”—a framework to connect each program sector goal to the interventions
we use to achieve them. Under these interventions, standardized data indicators
are now being developed for every sector and integrated into the digital project
management system.

Once complete, we will have the ability to aggregate our results across our entire
program portfolio—showing what has been accomplished within sectors or
geographical regions according to the needs of the people we partner with. Using
these indicators, we can establish benchmarks and set targets for the future—
goals like how many people we expect to reach or what level of change we would
expect to see within specific sectors of work.

Failures in 2021

Using the Agile approach has had clear benefits, but transitioning to a new 
methodology has come with difficulties as well. Several failures along the way have 
provided valuable learning opportunities. Here are some examples.

1. The digital project management system was built too quickly.

While building a quick solution helped with our lack of proper data infrastructure, it
also created longer term issues that we have had to go back and fix. This additional
work has delayed our ability to share data for internal decision making.

The quickly-built system has also limited our ability to provide performance
data—which goes beyond the progress-level data we traditionally report, and
incorporates change, impact and cost integration.

In our attempt to create a faster solution, performance data was entered into the
system as raw percentages. However, because we do not have sample sizes for
these figures, we must first go back and identify them before we can aggregate
our performance data.

This work is important. Implementing performance management will allow for
better reporting at the change level using the standardized indicators and will
allow us to connect dollar figures to levels of change or progress. Our ultimate
goal for this work is 1) understanding the value of each dollar our supporters
give and 2) identifying which projects and interventions are the most efficient at
delivering results. To date, it has been difficult for us to aggregate this data.

2. Agile has become a popular organizational approach, particularly in
the technology sector. Translating it to the non-profit world has been 
challenging.

Humanitarian relief and development work comes with uncertainty—conflicts,
environmental disasters and funding challenges, for example. These are risks that
need to be managed and accounted for when defining our priority projects. On
the surface, this kind of changing environment seems to fit the Agile approach
well. In practice, adapting Agile principles to suit our specific context has been, at
times, demanding.
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Some of these challenges have included:

• Collaborating with external actors. Working toward shared objectives with
implementing partners and other World Vision offices has come with particular
challenges such as external dependencies and timeline differences.

• Conflicting priorities between Agile and non-Agile teams. As the
organization undergoes its Agile transformation, some teams have transitioned
earlier than others. This has allowed for a parallel set of priorities rather than
unified organizational ones.

• Shifting expectations around career growth. Professional development
traditionally involves increasing responsibility within a hierarchical structure,
but the Agile approach favours gaining and improving skills within a flat
structure. We are still adapting to this fundamental difference.

• Creating space for innovation. Some team members who transitioned to the
Agile approach had “passion projects” that they worked on historically, and these
have been difficult to balance while focusing on the organization’s high business
value priorities. We understand the need to allow space for innovative and
passionate work even when the organization may not see its immediate payoff.

The way forward

World Vision’s ongoing Agile transformation has been enlightening, stretching 
and productive. As one of many teams to take shape under this new approach, 
the Impact Value Stream has united people with diverse skills from across the 
organization, encouraging and maximizing their capabilities while focusing on work 
that holds highest value for the organization.

This transformation has not come without growing pains. By identifying and reflecting 
on them, we are better equipped to address areas of conflict, refine our processes and 
adapt this valuable Agile tool to our own context in the non-profit space.
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APPENDICES
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Drew Fitch  
Chair, World Vision Canada Board of Directors

“World Vision Canada’s independent Board of Directors unreservedly approves 
the financial statements in this Annual Report. As careful stewards of your gifts, 
our goal is to ensure that your donation helps transform the lives of the most 
vulnerable children around the world. We are deeply grateful for your support.”

WORLD VISION CANADA is federally incorporated and located in Mississauga, Ontario.  

For more information, or for a copy of our latest audited financial statements, please visit our website at www.worldvision.ca . 

You may also send an email to info@worldvision.ca or contact the Director, Operational Excellence at 1-800-268-4888.

Imagine Canada accreditation logo is a mark of Imagine Canada used under license by World Vision Canada.

World Vision is a Christian relief, development and advocacy organization working to create lasting change in the lives of children, families and communities to overcome  
poverty and injustice. Inspired by our Christian values, World Vision is dedicated to working with the world’s most vulnerable people regardless of religion, race, ethnicity or gender. 

In this fiscal year, World Vision Canada anticipates raising $384 million in total revenue for its community development, emergency relief and advocacy work, of which approximately 11.8% will be used for necessary 
fundraising. In cases where donations exceed what is needed or where local conditions prevent program implementation, World Vision Canada will redirect funds to similar activities to help people in need.

https://www.worldvision.ca/
http://www.worldvision.ca
mailto:info%40worldvision.ca?subject=
tel: 18002684888
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