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Educo 
Feedback from the Independent Review Panel​
​
Review Round August 2025 

​
September 29th 2025 

 
Dear Pilar Orenes, 
 
Thank you for submitting your accountability report. We, the Independent Review 
Panel of Accountable Now, appreciate your efforts to strengthen accountability to 
communities, local partners, supporters, staff, donors, or other key constituencies. Our 
key focus is on accountability to those you serve. It is against this background that we 
critically discussed your report and actions, and came to the assessment below.  

Educo’s Report and Action Plan showcase the multiple areas where the organization is 
investing in its capacity to listen better to the (young) people at the heart of its work 
and strengthen its accountability processes. The report also shares about how the 
organization’s current context is affecting its work, and how Educo is adapting to meet 
the needs seen, and incorporating such actions in its new strategic framework.  

Within the action report, there are areas where we have further questions on but 
overall the report shows great steps forward being taken with careful consideration.  

We look forward to discussing our feedback with you in a follow-up call, which the 
Secretariat will be in touch to schedule. This conversation will form the basis for your 
response letter, which will be made publicly available on the Accountable Now website 
along with your report and this feedback letter.  

If you have any other feedback or comments on our work, please share them with us 
via the Accountable Now Secretariat.  

Yours sincerely,  

Accountable Now’s Independent Review Panel 

 
​
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Educo 
Accountability Report 2024​
Review Round Month August 2025 
 

Opening Statement from the Head of Organisation 

Opening statement from the head of the organisation, Pilar Orenes emphasises the importance of 
trust and accountability in the current moment and context. In 2024, the statement highlighted 
that Educo continued to expand and consolidate its expertise in humanitarian action, guided by 
the Global Strategy for Education in Emergencies. Notably, the strategy is said to include a 
community and location-based accountability approach that foster trust among stakeholders to 
guarantee children’s participation. The Panel also notes that the opening remark on the current 
context is commendable in the transparency around concerns about the operating environment, 
dominated by misinformation, and the erosion of public trust and accountability. This echoes 
what we heard from members and partners currently operating in the sector. 

Zooming into its partnership practices, the executive shares about how the organisation has been 
evaluated by a number of their local partners that ultimately led to adjustments in their practices - 
which has so far resulted in a more transformative Gender Policy. It’s further encouraging to see 
how Educo is continuing to focus on localisation and decolonisation, and participating in 
platforms to strengthen organisational knowledge.  

Lastly, the statement outlines how 2025 marks the last year of Educo’s Global and Country 
Programmatic Frameworks, and notes that the organisation is currently in listening mode to 
define the focus of its programmatic actions in the next period.  

 

Core Responses (See Guidelines and Grading) 

1 What have been your most significant achievements and impacts this year and how 
has this been validated with your stakeholders? 

In 2024, Educo’s most significant achievements and impacts were the result of a 
comprehensive, participatory review process involving all country offices. This process 
evaluated the 2021–2025 Global and Country Programmatic Frameworks and will be 
informing the development of the 2026–2030 frameworks.  

Several achievements were recorded through this process, such as positive gains in 
inclusive and safe education, gender integration, community-based violence prevention, 
and the promotion of child participation. Progress was also noted in terms of Educo’s team 
ability to support teachers’ psychological support post-Covid, as well as the ability to 
propose alternative educational approaches (remote learning/community learning 
spaces).  
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These findings, supported by both quantitative data and stakeholder-led analysis, 
highlight Educo's commitment to accountability and continuous improvement in promoting 
child rights and well-being. 

PM The response partially met the guideline, with minor improvements needed.  

 

2 If applicable - How have your organisation’s accountability processes been impacted 
by significant internal or external changes over the reporting period? 

In 2024, Educo’s accountability processes were significantly shaped by a series of 
external challenges, including multiple humanitarian crises driven by climate change. 
These events, such as floods in Central America, heatwaves in South Asia, and the 
unprecedented DANA disaster in Spain, led Educo to strengthen its humanitarian 
response capacities. This included launching a dedicated Education in Emergencies 
Strategy, which centers on active child participation to ensure tailored, needs-based 
interventions. In Spain, children were directly involved in recovery planning, reinforcing 
Educo’s commitment to inclusive accountability.  

Internally, Educo responded to shifting political and economic conditions by diversifying 
funding streams, including launching a new Business Unit to expand support services and 
identify ways to tap into the organisation’s current expertise. This prompted adaptations in 
monitoring and evaluation systems to better align with new project types and partner 
expectations. Beyond changes to the monitoring and evaluation system, what other 
changes has the organisation made due to new engagements and directions? The Panel 
would be interested to know whether other mechanisms such as safeguarding, 
risk-monitoring/mitigation or staff wellbeing, among others, have been updated too? 
Moreover, reflections on how the organisation will retain/adapt its core values or purpose 
alongside these new opportunities would be appreciated. 

Additionally, Educo engaged with the Spanish Cooperation Agency’s new accountability 
framework, participating in indicator consultations aimed at sector-wide transparency and 
alignment with the 2030 Agenda. The organization also achieved Level 1 Keeping Children 
Safe certification and completed global SEAH assessments, scoring 8/8, underscoring a 
robust internal culture of accountability in safeguarding and protection. On this end, it’s 
always great to see governments and organisations alike paying more attention to 
accountability and transparency; the Panel looks forward to learning how the SCA may 
affect Educo’s accountability processes in the next report.   

FM The response fully met the specific guideline. 

 

3 How has your organisation learned from reported incidents, complaints and 
grievances received in the past year? (These may include safeguarding, fraud, 
corruption, whistleblowing, integrity violations, etc.) 

In 2024, Educo made significant strides in learning from and responding to incidents, 
complaints, and claims through its two distinct but complementary accountability 
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mechanisms: the whistleblowing channel (Whispli platform) and the Suggestions, 
Complaints, and Commendations (SCC) system.  

Through the Whispli platform, a total of 64 cases were reported, an increase from the 
previous year (43). The report speculated that the increase in cases reported correlates 
to increased awareness and trust in the system's confidentiality and independent 
management. Notably, the organisation is considering collecting more non-personally 
identifiable data from whistleblowers to understand their general profile better to support 
outreach and promotion efforts. On this end, and linking to Educo’s report from last year 
on the roll-out of a new safeguarding training/guidance that is contextualised for each 
country, we wonder if the organisation is considering collecting data on reportee’s 
country to learn more about further/specific in-country needs, and whether analysis has 
been done to this purpose? 

Reported incidents in 2024 prompted Educo to take proactive steps to improve internal 
systems, including developing a new psychosocial risk assessment tool and preparing a 
staff wellbeing platform that includes multilingual mental health resources and a 
psychological support helpline. 

Educo’s learning from these cases also led to institutional improvements in investigative 
processes, training, and victim support. Country offices received enhanced training on 
the use of reporting channels, and Educo expanded its legal advisory networks in 
operational countries. The organization began mapping child protection and 
gender-based violence response mechanisms to create a victim-centered implementation 
guide.  

PM The response partially met the guideline, with minor improvements needed.  

 

4 Internally, how has your organisation practised a more dynamic approach to 
accountability? 

In 2024, Educo continued to embed dynamic accountability into its internal practices by 
advancing its Child-Centred Leadership (CCL) program, which fosters inclusive, 
equitable, and collaborative work environments. The program focused on personal 
transformation and team-building workshops, with 97% of participants reporting strong 
professional growth and 67% observing tangible changes in their offices. The impact of 
these efforts was broadly shared across the organization through intranet updates and 
ambassador networks. The programme seems very interesting as it takes a proven 
internal organisational approach and turns it into a way to engage and support others to 
build capacity.  

Educo also ran its annual organisational culture survey, which now informs CCL Module 2, 
dedicated to organisational creativity and transformation. Lower-scoring areas identified 
in the survey are explored through participatory workshops (such as the successful pilot 
in El Salvador) where teams reflect on challenges and co-create solutions to enhance 
coordination, communication, and workplace relationships. Each country office also uses 
the survey results to define culture-related KPIs, identify strengths, and set improvement 
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goals for the next two years. For example, India prioritized work-life balance and 
mentoring, while Senegal focused on inclusive decision-making.  

Alongside these initiatives, Educo actively promoted its internal Suggestions, Complaints, 
and Commendations (SCC) mechanisms, ensuring staff knew how to access and use 
them. In 2024, 85 of 828 SCCs came from internal stakeholders, leading to concrete 
changes such as better working conditions, streamlined procedures, and targeted 
training.  

At the same time, the Panel would be interested in how the organisation sees the link 
between its internal and external accountability work. We believe that there are strong 
links that one strengthens and positively influences another but would be curious to learn 
more about this in the call with the organisation. Moreover, as the organisation is focusing 
more on the localisation agenda, in the next year’s report, it would be good to share in this 
section about accountability relationships between the headquarters and country-office, 
especially about how HQ practices have been informed by country offices, how may 
different policies be contextualised, and examples of how the relationship works in 
practice. 

FM The response fully met the specific guideline. 

 

5 How has your organisation worked towards being dynamically accountable to your 
external stakeholders (i.e. partners, communities, programme participants, etc)?  

In 2024, Educo deepened its dynamic accountability approach with external stakeholders 
by strengthening partnerships based on mutual respect, transparency, and shared 
decision-making. Central to this was the continued implementation of a KPI introduced in 
2023 to measure local partner organisations’ (LPOs) satisfaction across six key domains, 
including strategic guidance, ethics, capacity building, and monitoring. Sixteen LPOs from 
Bolivia, El Salvador, Spain, and India participated in the 2024 assessment, with 90% 
expressing high satisfaction. They highlighted strengths such as fluid communication, 
technical support, alignment with child-focused standards, and collaborative program 
design. Constructive feedback also identified areas for improvement, including clearer 
regulatory guidance, better alignment between local and global strategies, and enhanced 
sustainability efforts. Each Educo Country Office uses this data to set local improvement 
targets, while global findings are shared with senior leadership and published internally. 

Educo also promoted shared accountability through "mixed commissions" (collaborative 
governance bodies made up of Educo and LPO representatives) which oversee project 
planning, budgeting, implementation, and performance monitoring. These commissions 
were praised by partners for enabling joint decision-making and continuous learning. On 
this end, during our call, the Panel would be interested to learn more about how the 
organisation approached these conversations and mitigated for potential power dynamics.  

To support its commitment to localisation, Educo country offices implemented various 
initiatives tailored to local contexts. In Bangladesh, a localisation-focused partnership 
guide clarified roles throughout the project cycle, and annual Partners’ Meets fostered 
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dialogue and mutual learning. In Benin, LPO accountability was strengthened through 
transparency mechanisms such as surveys, reports, and dialogue sessions. 

PM The response partially met the guideline, with minor improvements needed.  

 
 

Key Explanation 

FM The response fully met the specific guideline. 

PM The response partially met the guideline, with minor improvements needed.  

PS The response partially met the guideline and significant improvements are still needed. 

NM If the response has not met the specific guideline. 

 

Action Plan  

1 Action 

Develop a guide for child participation in the project cycle to guide the implementation 
of Educo's new Child Participation Policy. 

Involved Steps (from Action Plan) Updates (Action Report - Y2) 

1.​ Carry out consultations with 
children on their participation in 
the project cycle, in Bangladesh, 
the Philippines, Benin, Mali, 
Spain, El Salvador and Bolivia.  

2.​ Review existing documentation 
(guides, manuals, etc.) on this 
topic. 

3.​ Develop, validate and translate 
the guide. 

4.​ Carry out presentation sessions 
by region. 

1.​ Completed. We have held consultations with children in 
all the countries we planned for (Bangladesh, the 
Philippines, Benin, Mali, Spain, El Salvador and Bolivia). 

2.​ Completed. We have carried out a bibliographical 
review of existing sources. 

3.​ Partially completed. We have developed a first draft of 
the guide, based on the information we gathered from 
the children who participated in the consultations. 
Because the children made valuable recommendations 
for adults to support them to participate more and 
better in projects, it was decided that the guide would 
take the format of a dialogue between a girl and a boy. 
In addition, all participating country offices will be 
asked to validate the guide, including technical staff 
and children. 

4.​ Pending. 

IRP Feedback 

It is very positive to read engagement with children and adolescents on the guide has been 
completed. The update on “development” of child participation guide is indeed a 
commendable initiative by Educo to implement their Child Participation Policy. Additionally, 
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once the process is completed, would children and adolescents who fed into the guide be 
able to validate and finalize the document? Beyond feeding into the guide, the Panel 
assumes that participation in such a process has other positive values for the young people 
involved - it would be interesting to unpack and share that further if possible too.  

At the same time, from our experience, guides and manuals have the tendency to take a 
back seat after their formulation and adoption is completed. The Panel would be interested 
to know what (if any) method or plan for monitoring its use and uptake has been adopted 
for its implementation? If not, we would recommend Educo to do so for this purpose.  

 

2 Action 

Consolidate Educo's impact measurement system to better understand, adjust and 
account for the impact of our work. 

Involved Steps (from Action Plan) Updates (Action Report - Y2) 

1.​ Socialisation of the updated 
version of the questionnaire 

2.​ Finalisation of the data model 
and digitalisation​
​
 

3.​ Sampling of projects that will 
apply impact measurement in 
2024 and 2025​
​
 

4.​ Technical support and training 
for teams​
 

5.​ Data processing, quality review 
and data analysis of the 
information 

1.​ Completed. The updated version of the questionnaire 
has been shared and is now in force. 

2.​ Completed. The data model and digitalisation have 
been completed. Visualisation in Power BI is currently 
being finalised before being made widely available to 
teams (planned for June-July 2025).  

3.​ Completed. The representative sample of projects for 
the application of impact measurement in 2024 and 
2025 has been carried out, in coordination with the 
country offices, setting up a sample group that will 
provide us with global information that is representative 
of the progress of our social impact results. 

4.​ Completed. Training capsules and meetings have been 
held for the teams and ongoing support for preparing 
tools to apply impact measurement. 

5.​ Completed. The quality review of the data collected 
has been carried out, and the information resulting 
from the projects that measured impact between 2022 
and 2024 has been processed and analysed. This 
information, because it is a test, has not been found to 
be representative, so the data cannot be taken as 
global data. However, the results of the measurement 
of each project have been taken into account in the 
analysis of evidence. 

IRP Feedback 

We are pleased to see the significant progress the organization has made on this action 
item, successfully completing it with the support of a colleague who had the right expertise. 
Now that all the data has been visualized and consolidated, we are curious to learn what 
kinds of insights have emerged from this process. What key lessons did the visualization 

8 



 
 

generate, and how have these insights already informed decision-making, or how are they 
expected to do so in the near future?  

For building a strong accountability system, ensuring the integrity of data is of utmost 
importance. The approach adopted to distinguish representative data from 
non-representative data is commendable. We would also be interested to know which 
specific methods were used to capture qualitative data and how these were digitized.  

Adding to the above, the Panel also encourages incorporating community-controlled 
evaluation elements that speaks to how communities might design their own success 
indicators and validation processes, rather than being limited to frameworks defined solely 
by the organization - if and when appropriate. 

 

3 Action 

Define and adopt Educo's localisation model through a process of reflection that will 
conclude with institutional positioning and implementation of a roadmap for the entire 
organisation. 

Involved Steps (from Action Plan) Updates (Action Report - Y2) 

 1.​ Global reflection on localisation 
through surveys and focus groups​
​
​
​
​
​
​
 

2.​ Development of an internal position 
on localisation and decolonisation​
​
​
​
 

3.​ Development of a work plan to guide 
decentralisation actions and 
transformation of internal relations 

4.​ Sharing of the position paper and 
work plan  

5.​ Updating of the relevant documents 
and tools to align them with Educo's 
positioning 

1.​ Partially completed. Participation in external 
networks and working groups, mainly the Acapacá 
Learning Network on Decolonisation, the Spanish 
NGDO Coordinating Committee and the CFA's 
Locally Led Development working group, which has 
informed Educo's thoughts on this issue. In 2025 we 
plan to carry out a reflection with internal staff in the 
framework of the planning workshops for the new 
GPF.  

2.​ Partially completed. We have drafted Educo's 
Vision on Localization and Decolonization, with input 
and participation from the localisation working 
group. The document is pending discussion, review 
and input from the Global Executive Committee 
(GEC), which is scheduled for 2025.  

3.​ Action modified. We will take the steps proposed by 
Charter for Change as a global roadmap and from 
there, each country office will move forward 
according to its context and needs. The agreed 
localisation aspects will be included in the Country 
Programmatic Frameworks (CPFs). 

4.​ Partially completed. Progress has been made in the 
submission of our application to register with 
Charter for Change. This has taken longer than 
expected, but it will finally materialise in 2025. 

 IRP Feedback 
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 It was encouraging to see how the organization has modified its actions to allow Country 
Offices to take greater leadership in the localization and internal relations process. The Panel 
also noted the connection between these adjustments and the organization’s commitment to 
the Charter for Change. We particularly appreciate Educo’s strong intent and the practical 
steps already taken to advance this agenda.  

While using the Charter for Change as a roadmap is a practical approach, we encourage 
Educo to go beyond its minimum requirements. Furthermore, it may be worth considering 
how each Country Office can establish genuine power-sharing mechanisms with local 
partners. This could include shared budget control, joint risk identification and management, 
and granting strategic decision-making authority, among others, rather than relying primarily 
on “ready-made” approaches adapted to local contexts. 

Moreover, given that transitions to locally-led models often come with a cost, we nudge that 
Educo also advocates to funders wherever possible, while supporting its country offices and 
partners to properly resource for these types of actions if not already. 

 

4 Action 

Launch the implementation of Educo's new Transparency Policy, with the aim of 
promoting transparency and access to information for all our stakeholders. 

Involved Steps (from Action Plan) Updates (Action Report - Y2) 

1.​ Addition of new members to the 
Commission 

2.​ Updating of the Commission's terms of 
reference 

3.​ Development of the 2025 action plan for 
the Commission Accountability Report 
2023 

4.​ Coordination with relevant teams to 
ensure that key actions are incorporated 
into their action plans. 

1.​ Completed.​
 

2.​ Completed​
 

3.​ Completed​
​
 

4.​ Pending. This will be added into the planning 
process for 2026. 

 IRP Feedback 

 It’s great to know that the planned action is reaching intended milestones. We also noted the 
reflection on the need to distribute and raise greater awareness of the policy. On this end, it 
may be worth exploring whether additional training would be helpful, although this would 
always require further balancing between such efforts and not overloading staff. 

In addition, and potentially this is already included in the Commission’s report and plan, the 
Panel would be interested to learn about what the first steps are that the organisation is 
taking to implement the findings from the report, and how the organisation is facilitating 
people’s access to information given this new policy. 
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5 Action 

Integration of the Diversity, Equity and Inclusion (DEI) Framework into Educo's 
organisational culture 

Involved Steps (from Action Plan) Updates (Action Report - Y2) 

1.​ Translation and design of the DEI 
Framework 

2.​ Digitalisation of training on the DEI 
Framework 

3.​ Launch of the new e-learning 
platform, Campus Educo 

4.​ Sharing of the Framework through 
institutional channels 

5.​ Global launch of training on the DEI 
Framework 

6.​ Inclusion of the DEI Framework in the 
induction process for new recruits to 
the team. 

7.​ Follow-up of training courses and 
awarding of diplomas 

1.​ Completed. 
2.​ Completed. 
3.​ Completed. The new platform, Campus Educo, was 

launched. Training on the DEI Framework was 
included on the platform and in the digital induction 
process. 

4.​ Completed. The DEI Framework was distributed 
globally.  

5.​ Partially completed. During the first semester of 
2025, the DEI training course will be launched on 
the Educo Campus. 

6.​ Partially completed. The course is in the process 
of being included in the induction process for new 
recruits in 2025.  

7.​ Partially completed. We are starting to follow up 
on the training courses. 

 IRP Feedback 

 We recognize that Educo as a whole will ultimately take ownership of the DEI Framework 
and lead its implementation. The organization’s efforts in training and awareness-raising to 
support this goal are commendable. From the reflections portion, it seems that the 
organization sees ownership of the DEI Framework as something that must extend across 
all parts of the organization, and it is actively investing in capacity-building toward that 
end.That said, the Panel is interested in understanding how progress will be monitored. 
What mechanisms are in place for check-ins and evaluation, and how will the organization 
determine the extent of transformation achieved?  

Moreover, the report shows strong emphasis on child-centered leadership as well as 
participation in platforms like the Charter for Change, both of which we believe has 
considerable overlaps with DEI principles and practices. We would be interested to see how 
the organisation has been able to, or is thinking of linking these strands together or ensure 
coherence as it continues on its journey of strengthening organizational culture.  
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