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Module 2 Overview

1. SECTION 1: CAMEL Essentials

d.

b.
C.
d.

Why is complexity-aware monitoring, evaluation and learning (CAMEL)
useful?

What is CAMEL?
What does CAMEL look like in practice, especially for ILAB projects?
How do outcome monitoring and CAMEL work together?

2. SECTION 2: Complexity-aware principles at work in ILAB in project MEL
systems

3. SECTION 3: Exercises

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB)
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Key Terms

 CAMEL: Complexity-aware monitoring, evaluation and learning

* Projects: programming
- Activities funded by ILAB

* Project logic model: theory of change

Bureau of International Labor Affairs (ILAB) @ILAB_DOL
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Project
Activity/Outputs

The project will:

1. Create and run
a hotline for
reporting unsafe
working
conditions

2. Conduct
awareness
raising activities

3. Generate cases
of unsafe
working
conditions

4. Advocate for
government
intervention in
hotline cases

Outcomes and Outcome Domains

Workers call into the
hotline to report unsafe
conditions

Workers demand safe
working conditions
from their employers

Increased
::> @ demand for

Workers demand services
government

enforcement of safety

standards

The government

conducts more labor Increased
inspections ::> @ delivery of
The government better services

enforces safety
standards

The government
institutionalizes the
hotline and related
labor inspections

Improved
®
:> $ utilization of

services

o

Sustained Change

Increased demand for
services

Workers continue to call
into the hotline to report
unsafe conditions, as
needed

Workers continue to
demand for safe working
conditions from their
employers

Workers continue to
demand government
enforcement of safety
standards

Increased delivery of
services

The government continues

to conduct more labor
inspections

The government continues

to better enforce safety
standards

@
Lfall conditions

Impact

Improved working

Employers improve
working conditions

Sphere of Control Sphere of Influence Sphere of Interest

https://www.dol.gov/agencies/ilab
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We need a plan ...
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Challenges when monitoring context
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Complexity-aware MEL helps to steer
projects adaptively

.-) "
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What is complexity?

« Uncertain and unpredictable cause and effect
relationships

* Project is subject to influence by contextual factors

« Projectis likely to contribute to emergent (unpredictable)
outcomes

« Stakeholders bring diverse perspectives; goals and
strategies are contested; consensus is impractical

« Pace of change is dynamic; changes in the context lead to
new opportunities and/or needs

« Adaptive management is necessary to steer effectively

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Navigating the
Context

Complexity-aware MEL
prioritizes information
useful for steering in
complexity

Where and how the project
is vulnerable to influence

When decision makers
need information

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL




What is complexity-aware MEL?

principles
questions
methods
plans

https://www.dol.gov/agencies/ilab Bureau o f Internat ional Labor Affairs (ILAB) @ILAB_DOL



What is complexity-aware MEL?

CAMEL is not characterized
by specific data collection or
evaluation methods.

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL




What is complexity-aware MEL?

https://www.dol.gov/agencies/ilab

principles
questions
methods
plans



Complexity-aware MEL principles

1. Attend to the blind spots of
program theory-based monitoring
and evaluation

2. Monitor systemically
(interrelationships, perspectives
and boundaries)

3. Synchronize MEL with the pace
of change

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Complexity-aware
MEL in practice

o Start with the principles

« Adapt to the project and
context

 Design questions, select
methods and build systems

 Focus on actionable
information for decision-
makers

 Tailored to your situation!

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL




ILAB uses both theory-based and complexity-aware
approaches to tell the project story

Program Theory-based MEL Complexity-aware MEL
(TOsC and logic model) (unpredictable and outside project influence)
Predicted aspects of projects Unpredictable aspects of projects
Results intended by donor/planner Results beyond those originally intended by

donor/planner

Planned pathways of change Uncertain, contested, emergent, and dynamic
aspects
Targets and indicators No targets; often indicator-free

Evolving interrelationships between
project and host system

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Outcome Monitoring and CAMEL work together

Our best prediction

Project
Activity/Outputs

The project will:

1. Create and run
a hotline for
reporting unsafe
working
conditions

2. Conduct
awareness
raising activities

3. Generate cases
of unsafe
working
conditions

4. Advocate for
government
intervention in
hotline cases

Outcomes and Outcome Domains

Workers call into the

hotline to report unsafe

conditions

Workers demand safe

working conditions Increased
from their employers \—> @ demand for
Workers demand services
government

enforcement of safety

standards

The government

conducts more labor Increased
inspections \::> @? delivery of
The government better services
enforces safety

standards

The government Improved
institutionalizes the ,—> (“D@ tiriJzation of
hotline and related @) utihz:

labor inspections services

Sustained Change

Increased demand for
services

Workers continue to call
into the hotline to report
unsafe conditions, as
needed

Workers continue to
demand for safe working
conditions from their
employers

Workers continue to
demand government
enforcement of safety
standards

Increased delivery of
services

The government continues
to conduct more labor
inspections

The government continues
to better enforce safety
standards

Impact

@ Improved working
£dll conditions

« Employers improve
working conditions

Sphere of Control Sphere of Influence Sphere of Interest

https://www.dol.gov/agencies/ilab
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What we cannot predict

Uncertain, emergent, contested,
and/or dynamic aspects of the
project and its context
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Theory-based and complexity-aware approaches meet
different information needs

Theory-based Outcome Complexity-aware Monitoring
Monitoring
' e What contextual factors are likely to influence
Are we making progress towar s achievement of desired outcomes, either positively
our intended outcomes? or negatively?
e How do others perceive and value the situation and
|s progress faster or slower than the project? How will that influence their
expected? interactions with the project?

e What emergent (unpredicted) outcomes is the
project contributing to?

e What is the pace of change? What new
opportunities or constraints may arise in response
to changes in the context?

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Complexity-aware principles at
work in ILAB project MEL systems

Module 2: Section 2




Aligning the project logic model to ILAB's
TOsC

CAMEL Practice: Enhance the
project logic model to identify where

T ——_— the project is sensitive to complexity

Guidebook for ILAB’s Worker Rights
Programs

CAMEL Principle: Attend to the Blind
Spots of Performance Monitoring
and Program Theory-based
Evaluation

the [Sizzell group
*NORC &

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Aligning the project logic model to ILAB’s TosC

Include complexity in the logic model

Project Outcomes and Outcome Domains Sustained Change Impact

Activity/Outputs i i
+  Workers call into the Increased demand for .n?ﬁ_ Improved working * Wh at conteXtuaI faCtors a re I I ke Iy to I nfl u e n Ce
The project will: hotline to report unsafe services conditions H H H 141
achievement of desired outcomes, either positively
1. Create and run - Workers demand safe | ’ - Workers continue to call - Employers improve _t. I ?
a hotline for working conditions ncrease into the hotline t rt orking conditions
reporting unsafe from th?eir employers :I| p @ demand for Lnngafeecoondlirl?onz,rzzo Mo : Or neg a Ive y :
working + Workers demand services needed o I h . . d
conditions government + Workers continue to
° e MELCSEED e How do others perceive and value the situation an
2. Conduct standards conditions from their H H H H
e the project? How will that influence their
raising activities *  The government + Workers continue to . . ._t h 'th . t?
conducts more labor Increased demand government
3. Generate cases inspections delivery of enforcemgenv; of safety I nte ra Ct I O n S WI e p rOJ eC *
of unsafe »  The government better services standards

vorte R o What emergent (unpredicted) outcomes is the

services . . .
4. Advocate for +  The government fiaranes) prOJeCt COnt”bUtl ng tO?
government institutionalizes the ‘::> %@ tiﬁz tion of - The government continues
intervention in hotline and related @ uthization o to conduct more labor

lbor inspections services inspections e What is the pace of change? What new opportunities

+  The government continues

tobeterenforce satety or constraints may arise in response to changes in

the context?
Sphere of Control Sphere of Influence Sphere of Interest

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL




Participation is key to logic model development

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Project
Activity/Outputs

The project will:

1.

Create and run

Outcomes and Outcome Domains

Workers call into the
hotline to report unsafe
conditions

Workers demand safe

Sustained Change

Increased demand for
services

Workers continue to call

Impact

@ Improved working
sall conditions

- Employers improve

a hotline for working conditions Increased into the hotline to report working conditions
— reporting unsafe from their employers |:> @ demand for unsafe conditions, as
) working Workers demand services needed
-g conditions government +  Workers continue to
E enforcement of safety demand for safe working
2. Conduct standards conditions from their
(&) awareness employers
a raising activities The government - Workers continue to
(@) conducts more labor Increased demand government
— 3. Generate cases inspections |:> @ delivery of enforcement of safety
— of unsafe The government better services standards
; working enforces safety
LL conditions standards @ Increased delivery of
wn services
4. Advocate for The government Improved
government institutionalizes the ‘::> %@ utilization of +  The government continues
intervention in hotline and related @ . to conduct more labor
hotline cases labor inspections inspections
- The government continues
to better enforce safety
standards
Acti I?tm/’gci - Outcomes and Outcome Domains Sustained Change Impact
Cuvity/outputs
* Insert text here « Insert text here * Insert text here
* Insert text here
(2]
=
(&)
()]
Q.
(7))
<
x
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&)

https://www.dol.gov/agencies/ilab

Bureau of International Labor Affairs (ILAB) @ILAB_DOL




268 Actors and factors that are part
C of the context

CONTEXTUAL
FACTORS




Diverse
perspectives

Whose perspective does the project
logic model represent?

* A smgle prJect will be “seen” and
erienced differently by those with
d| ferent relationships to it:

O Intended beneficiaries and allies

O Opponents

O Those excluded

O Affected/influential bystanders
®* The success of a project relies on the

participation of people operating with
diverse perspectives.

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Selecting and defining standard outcome
indicators and defining targets

‘ CAMEL Practice: Include CAMEL in your

MEL system
CAMEL Principles:
Theory of Sustained Change
Guidebook for ILAB’s Worker Rights « Monitor Systemically
Programs (Interrelationships, Perspectives and

Boundaries)

» Synchronize M&E with the Pace of
Change

the [Sizzell group
*NORC &=
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How is CAMEL different from outcome
monitoring?

No targets (may use trigger points)

CAMEL

Often indicator-free
Tip! Draft learning questions for complex aspects of the project and
context

Prioritize usefulness in quality criteria
What information is needed to inform adaptive management?

Methods: both classic and systems-informed methods can provide
useful information

Agile MEL is ready to speed up or slow down as needed
When is information needed?

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Key Take-aways

'The benefit of CAMEL - informs adaptive management
D CAMEL is a paradigm shift

D Tailor CAMEL practice to your project and context

D Enhance your project logic model with complexity

Right information at the right time - design the MEL system
to provide actionable information for decision makers

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Resources

ILAB’s Guidebook: Look for this icon for
suggestions for where to include CAMEL

alongside the standard outcome indicators.

resources on outcome monitoring and

f_%““\\\\cj ILAB’s MEL Resource Library: Additional
QO
\ﬁ/ CAMEL.

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



BREAK

Feel free to turn your camera off and go on
mute. Please return in 7 minutes. When we
return, we will begin an exercise.

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Exercise: Enhancing project
logic models by including
complexity

Module 2: Section 3




Exercise directions in plenary

 Using the SFWI logic model, identify where and how the project
IS sensitive to complexity.

« Small group discussions explore either:
« Contextual factors, or
* Diverse perspectives

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Directions: Contextual Factors

 Review: What is a contextual factor? What is not a contextual
factor?

» |dentify the contextual factors in the list.

« How do contextual factors influence the project? (pick at least
one for discussion)
« What point in the SFWI logic model is most likely to be influenced?
« How might it influence the project’s activities and outcomes?

* Prepare for share-back

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Possible SFWI Contextual Factors

. The government conducts more labor inspections
. Cell service interruptions limit workers’ ability to call hotline
Police better enforce laws in agricultural communities

. Advocates of other budget priorities pressure government decision-
makers to prioritize their causes over workers' rights

5. SFWI meets with workers’ groups to raise awareness of the hotline and
workers’ rights

6. Another community organization begins advocating for reduced gender
and ethnic discrimination in the agriculture industry

7. SFWI's ability to meet with workers or labor inspectors limited by COVID-
19 or natural disaster

8. Demand for agriculture products increases globally as communities
recover from COVID-19

A w N =
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Project
Activity/Outputs

The project will:

1. Create and run

Outcomes and Outcome Domains

Workers call into the
hotline to report unsafe
conditions

Workers demand safe

Sustained Change

Increased demand for
services

Workers continue to call

Impact

@ Improved working
sall conditions

- Employers improve

a hotline for working conditions Increased into the hotline to report working conditions
— reporting unsafe from their employers |:> @ demand for unsafe conditions, as
) working Workers demand services needed
-g conditions government +  Workers continue to
E enforcement of safety demand for safe working

2. Conduct standards conditions from their
(&) awareness employers
a raising activities The government - Workers continue to
(@) conducts more labor Increased demand government
— 3. Generate cases inspections |:> @ delivery of enforcement of safety
— of unsafe The government better services standards
; working enforces safety
LL conditions standards @ Increased delivery of
wn services
4. Advocate for The government Improved

government institutionalizes the ‘::> %@ utilization of +  The government continues

intervention in hotline and related @ . to conduct more labor

hotline cases labor inspections inspections

+  The government continues
to better enforce safety
standards
. I?ro;ect Outcomes and Outcome Domains Sustained Change Impact
Activity/Outputs .l t
« Insert contextual factor here « Insert contextual e
* Insert contextual here contextual here

) factor here
(&)
()]
Q.
(7))
<
x
9
£
(@)
o
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Directions: Diverse Perspectives

* Review: What is a perspective? Why is it important to consider
diverse perspectives?

* Pick a perspective.
» How does the project look from this perspective?

* Where, when and how is the SFWI logic model most likely to be
influenced by this perspective?

* Prepare for share-back

@ILAB_DOL

Bureau of International Labor Affairs (ILAB)
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SFWI Project Stakeholder Perspectives

Select a stakeholder this is likely to have a different perspective from the
donor and the implementer:

Agriculture workers

Government (specifically labor inspectors/Ministry of Labor)
Agriculture employers

Consumers of agricultural products (concerned about prices)
Local religious leaders

Other community organizations addressing workers’ rights
Law enforcement officers

Healthcare providers

ONoarWN -
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SFWI Project Stakeholder Perspectives

How does the situation look from the perspective of the selected
stakeholder?

[Stakeholder] wants [change or stasis in the situation]
by [how change/stasis should be achieved]
so that/in order to/because [motivation for change/stasis].

Note: A single stakeholder group may embrace multiple and/or contradictory perspectives.
Draft multiple perspective statements as needed. Monitoring during implementation will provide
evidence to prove/disprove these assumptions.

https://www.dol.gov/agencies/ilab Bureau of International Labor Affairs (ILAB) @ILAB_DOL



Project
Activity/Outputs

The project will:

1. Create and run

Outcomes and Outcome Domains

Workers call into the
hotline to report unsafe
conditions

Workers demand safe

Sustained Change

Increased demand for
services

Workers continue to call

Impact

@ Improved working
sall conditions

- Employers improve

a hotline for working conditions Increased into the hotline to report working conditions
— reporting unsafe from their employers |:> @ demand for unsafe conditions, as
) working Workers demand services needed
-g conditions government +  Workers continue to
E enforcement of safety demand for safe working
2. Conduct standards conditions from their
(&) awareness employers
a raising activities The government - Workers continue to
(@) conducts more labor Increased demand government
— 3. Generate cases inspections |:> @ delivery of enforcement of safety
— of unsafe The government better services standards
; working enforces safety
LL conditions standards @ Increased delivery of
7p) services
4. Advocate for The government oeraed
government institutionalizes the ‘::> %@ utiri)zation of +  The government continues
intervention in hotline and related @ . to conduct more labor
hotline cases labor inspections inspections
- The government continues
to better enforce safety
standards
. I?ro;ect Outcomes and Outcome Domains Sustained Change Impact
Activity/Outputs ' ] « Insert di
nsertd « Insert diverse perspectives here « Insert diverse MR e
L]
o nse |\{erse perspectives here perspectives
..6 perspectives here here
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Share-back and Discussion
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