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Our Training Session Goals

• Understand Project-Level Learning for Action Goals
• Describe what learning for action goals are and their application in 

ILAB projects
• Describe components of learning for action goals
• Identify steps for developing learning for action goals

• Understand ILAB’s Standard Outcome Indicators
• Understand the importance of ILAB’s standard outcome indicators for 

tracking ILAB portfolio-level performance
• Understand how project indicators can contribute to ILAB’s standard 

outcome indicators 
• Understand how to select and adapt indicators for tracking project-

level performance



Shared Norms for the Workshop

1. Enjoy each day. Have fun.
2. Participate actively by 

sharing your knowledge, 
opinions, and questions.

3. Cell phones and electronic 
devices off or on vibrate.



BUREAU OF INTERNATIONAL LABOR AFFAIRS

Module 1

Understand Project-
Level Learning for 
Action Goals

June 2023



Agenda
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1 Learning for Action Basics

2 Steps for Developing Learning for Action Goals

3 Including Complexity in Learning for Action Goals

4 Exercise



Section 1: 
Learning for Action Basics
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What Is Learning for Action?

• The process of:
• Identifying questions / knowledge gaps / assumptions / emergent 

outcomes that may impede informed program design and 
implementation

• Identifying way(s) to fill those knowledge gaps
• Specifying how to use the knowledge gained 
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How Can Learning for Action Be Useful?

• Encourages program success by identifying and prioritizing the 
knowledge needed to make informed program decisions 

• Informs MEL plans, PMPs and evaluation plans so that they 
provide information for decision-making 
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Components of a Learning for Action 
Goal
• Learning question

• The question you want answered

• Learning activity(ies)

• How you will find the answer

• Learning action(s)

• How the answer will be documented and used

• Who will use the information and when

Presenter Notes
Presentation Notes
There are three components to a learning for action goal:

First, is the learning question. This is the question you want answered or the knowledge gap you want filled.

Second, is the learning activity or activities. This is looking at the ways you will find answers to your learning questions. For example, surveys, electronic records, focus group discussion, informal conversations with partners, etc.

Finally, the learning for action goal documents the intended learning actions. That is, how do you plan to document and use the knowledge gained through the learning activities and who will use the information and when.
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How Learning for Action Feeds into MEL 
Planning 
• Learning for action questions may be answered through:

• Monitoring data
• Develop indicators and plans for collecting and using the data to answer the 

questions

• Mid-term or end-of-program evaluation
• Include the questions in the evaluation plan
• Ensure the evaluation design can answer those questions

• Other learning activities
• Design and plan the activities, along with plans for data use

• Any combination of the above

Presenter Notes
Presentation Notes
Learning for action goals feed directly into your MEL planning. The first step in the MEL planning is to determine your learning for action questions and when you need to get data on these questions to inform program management. 

If a question is best answered by reviewing ongoing program data, then that question can be answered using monitoring data. So, you would develop indicators and plans for ongoing data collection, analysis, and reflection that would be part of your PMP.

If a question is best answered in the middle or end of the program, then that question can be included in your program evaluation plan. Then, when you’re designing the evaluation, you ensure that the evaluation design can get answers to those questions. And you plan follow-up evaluation reflection activities that allow you to review the results and reflect on how you may incorporate those learnings in the latter half of the program and/or in future programs.

For questions that can’t be answered well through monitoring or evaluation data, you can design other learning activities and plans for data use.

And, of course, some questions may require multiple forms of data to fully answer and so may benefit from some combination of monitoring data, evaluation data, and data from other learning activities.
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Summary
Set intention:  Learning for Action Goals set the 
direction and plan for use

Get practical:  Monitoring, evaluation and other plans 
specify how and when the information will be 
collected

Learning for action:  The Learning for Action Goals 
describe how data from MEL and other sources are 
used for decision-making



Section 2:
Steps for Developing 
Learning for Action Goals
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Collaborate with Stakeholders

• Which stakeholders to 
engage?

• Identify stakeholder through 
regular stakeholder mapping 
exercises

• Include stakeholders at 
multiple levels (i.e., not just 
community leaders, but 
community members, as well)

• Seek information on diverse 
perspectives (directly or 
indirectly)

Presenter Notes
Presentation Notes
The first step in the process of developing learning for action goals is to collaborate with stakeholders. These will be the stakeholders that you identify through your regular stakeholder mapping exercises at the beginning of the project. It’s important to remember to include stakeholders at multiple levels—that is, don’t just invite community or organizational leaders to speak into your learning for action goals, but get feedback from community members and organizational staff, as well.

Finally, it’s important to seek information on diverse perspectives, including those who may disagree with or be opposed to your program. Because it may be that they disagree with the program because they have questions about how it may impact some members of the community, and these could potentially become learning for action questions for the program. Sometimes you may be able to get feedback directly from people with diverse perspectives, but other times, if they are not cooperative or interested in talking to you, it might be more appropriate to get their feedback indirectly. For example, you may be able to talk to other stakeholders who understand the views of those with diverse perspectives and learn from them what questions they have.

Note the presence of the CAMEL symbol. (3 interlocking circles) We use this throughout to show where CAMEL practices and principles can be woven into regular practice. Later, we’ll go into more detail about how CAMEL should be integrated into every stage of developing Learning for Action Goals.
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Collaborate with Stakeholders

• When to engage 
stakeholders?

• At every stage of the learning to 
action goals

• How to engage stakeholders? 
• Learning-to-action workshop 

with multiple stakeholders
• Get feedback through one-on-

one interactions

Presenter Notes
Presentation Notes
Now, we say that this is the first step in developing learning for action goals, but stakeholder engagement is actually something that should be done at every stage of developing learning for action goals. You may want to get their input when developing and prioritizing learning questions, talk to them about ways to get answers to those questions, and then share your learnings back with them and get their feedback on how to interpret the findings and incorporate them into program management/adaptation decisions.

Depending on how you work best with your stakeholders, you might want to get their feedback collectively by hosting a learning-for-action workshop with multiple stakeholders, and or you might want to get their feedback through one-on-one discussions. 
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Develop & Prioritize Learning Questions

• What makes a question 
good?

• Addresses a specific 
knowledge gap

• Answers will be 
relevant/useful for 
management

• Answerable with available 
resources* and in the given 
context

Presenter Notes
Presentation Notes
Note: When brainstorming learning for action questions, you don’t need to consider whether it’s answerable, but this is important for prioritizing questions. There may be some questions that are so broad that they aren’t answerable at all or with the program’s available resources, or the answers may be dangerous to obtain in the given context. If you have a very important question that is answerable but not with the program’s available resources, talk to ILAB about it. They may be able to set aside additional resources for that learning question.



Develop & Prioritize Learning Questions

• Types of questions:
• Questions you would want an 

evaluator to ask about your 
program

• Questions about program 
theory of change/causality

• Questions in the technical 
evidence base

• Complexity-aware questions
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Presenter Notes
Presentation Notes
Questions you would want an evaluator to ask about your program
E.g., Effectiveness, efficiency, relevance, coherence, impact, sustainability, equity, power dynamics
Questions about program theory of change/causality
E.g., Assumptions in the TOC, relationships between outcomes
Questions in the technical evidence base
E.g., Barriers to service for sub-populations, barriers to service provision
Complexity-aware questions
E.g., Contextual factors, alternate perspectives, emergent outcomes, opportunities, or challenges
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Develop & Prioritize Learning Questions
• Prioritize

• Limit the number of questions to what 
is reasonable to obtain answers for 
with the resources you have

• How to prioritize questions:
• Required by donors/project 

management
• Most critical for program 

success/adaptation
• Have significant impact on the 

community (e.g., emergent outcomes, 
risks, inclusion)

Presenter Notes
Presentation Notes
Have significant impact on the community—consider the safety of the community when asking and getting answers to questions. There may be some questions, e.g., those about workers’ experiences, attitudes, etc., that can’t be answered without putting workers at risk.
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Develop & Prioritize Learning Questions
• Plan for agile learning: 

• Review and revise learning 
questions to reflect 
information needs as they evolve
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Design Approach(es) for Answering 
Learning Questions
• Specify when the answers are needed

• Periodically throughout the project: Monitoring data
• At midpoint or end of program: Evaluation data
• At other specified times: Data from other learning activities

• Specify how the answers will be used and by whom
• Specify the type/quality of data needed and how it will be collected

• Depends on use of data

• Specify the resources that will be used to answer the question 
• Budget, time, people

• Specify how the answers will be disaggregated
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Design Approach(es) for Answering 
Learning Questions
• Plan for agile learning: 

• Allocate resource to allow learning needs to evolve as the project and 
its context changes
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Answer Learning Questions

• Carry out the learning for action approach(es) to provide data 
when needed by decision makers

• Plan for agile learning: Some calendar adjustments may be 
needed

• Analyze the data to get the answer(s) to the question(s)
• Focus the findings presentation on intended purpose and use
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Facilitate Evidence-Informed Action

• Return to Learning for Action Goals to overcome "last mile" 
barriers to data use

• Share with stakeholders, adjusting to stakeholder preferences 
in when and how to share information

• Share with ILAB in TPRs
• Share with program staff – management decision points
• Share with stakeholder groups

• Collaboratively reflect on the learnings
• Document data-based decisions and follow-up on actions taken



Section 3:
Including Complexity in 
Learning for Action Goals



Complexity-Aware MEL Helps to Steer 
Projects Adaptively 

27
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Where and how is your project sensitive to 
complexity? Where and when do we need to 
learn and adapt?
Four Complexity-Aware MEL Questions

1. What contextual factors are likely to influence achievement of 
desired outcomes, either positively or negatively?

2. How do others perceive and value the situation and the project? 
How will that influence their interactions with the project?

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

4. What is the pace of change? What new opportunities or 
constraints may arise in response to changes in the context?
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Integrating CAMEL into Learning for 
Action Goals
1. Collaborate with 

Stakeholders
• Engage stakeholders throughout the Learning for Action 

process on how the context influences the project in 
complex ways

• Seek information on diverse perspectives (directly or 
indirectly)

2. Develop and 
Prioritize Learning 
Questions

• Review complexity-enhanced logic model and ask 4 
Complexity-Aware MEL Questions to develop and 
prioritize learning questions

• Pinpoint where the project logic model is sensitive to 
change and when information will be useful

• Plan for agile learning: Review and revise learning 
questions to reflect info needs as they evolve
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Integrating CAMEL into Learning for 
Action Goals

3. Design 
Approach(es) for 
Answering 
Learning 
Questions​

• Track the influence of complexity on the project. 
Monitor and evaluate where and how the project is 
sensitive to complexity. Use the 4 questions to 
integrate complexity into monitoring and evaluation.

• Methods choices should prioritize timeliness and 
use in data quality trade-offs

• Plan for agile learning: Allocate resource to allow 
learning needs to evolve as the project and its 
context changes​.
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Integrating CAMEL into Learning for 
Action Goals

4. Answer Learning 
Questions

• Monitor and evaluate complex aspects of project 
and context

• Plan for agile learning: some calendar adjustments 
may be needed​ to ensure use

5. Facilitate 
Evidence-
Informed Action

• Use data to inform adaptive management
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Questions?



Section 4:
Exercise
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Safe Farm Workers’ Initiative (SFWI)

• Background
• Location: Otlandia
• Industry: Agriculture
• Problems addressed by SFWI:

• Long hours
• Low pay
• Inadequate safety standards

• Root causes:
• Lack of government enforcement of labor safety standards
• Decreased worker demand for safe working conditions

Presenter Notes
Presentation Notes
The country of Otlandia has a thriving agriculture industry that employs about half a million people. However, labor and safety standards in the agriculture industry fell during the COVID-19 pandemic.  The government had fewer resources and person hours to spend on safety inspection; and workers were willing to accept worse working conditions given the poor economy and high unemployment rate. Workers worked long hours, were paid low wages, and worked under inadequate safety standards. The key issues ILAB aims to address with a new project are: 
The lack of government enforcement of labor safety standards in the agriculture industry; and
Decreased worker demand for safe working conditions. 
ILAB issued a funding opportunity announcement (FOA) to address these issues through a new 4.5-year project.
Safe Farm Workers Initiative (SFWI) responded to the FOA and was awarded funding. In their proposal, SFWI detailed plans to implement activities aimed at improving government enforcement of labor safety standards in agriculture and increasing worker demand for safe working conditions.
project takes place
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Safe Farm Workers’ Initiative (SFWI)

• Intervention
• Implement a hotline for agriculture workers to report unsafe 

working conditions
• Hold information sessions with agriculture workers about their 

right to safe working conditions and the existence of the hotline 
to support them if that right is violated

• Share reports through presentations and round table 
discussions of unsafe working conditions (from hotline data) 
with the labor inspectorate and advocate for their intervention to 
enforce safety standards

Presenter Notes
Presentation Notes
After talking with a variety of local stakeholders, SFWI decides to run an intervention that has 3 parts:

SFWI believes that the hotline and information sessions will lead to sustained change within the system by increasing worker demand for safe working conditions and for enforcement of safety standards when those conditions are not being met. 

They believe that the hotline and government advocacy activities will lead to the government conducting more labor inspections and better enforcing safety standards at the workplaces they inspect.

SFWI believes that changes in these two outcomes will eventually cause employers to improve working conditions. 

They have also planned activities in the second half of the project to train and hand over the resources for running the hotline to the labor inspectorate so they can institutionalize the hotline and directly receive tips on unsafe workplaces. They believe these activities will lead to institutionalization of the hotline, which will increase the likelihood of sustained change 
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Small Group Exercise Instructions

• Each group will be given the a Jamboard with the SFWI 
description and a list of roles.

• Each group member will choose a role to play in the 
exercise and read the related role card.

• Work together to identify and prioritize 3-4 learning 
questions for the SFWI project. Each group member 
should play their selected role during this discussion.



Small Group Exercise Instructions

• Prepare for share back:
• How did the presence of a variety of stakeholders enhance 

the discussion? How did it create challenges?
• What other challenges did you experience during the 

discussion?
• What was one “aha!” moment you experienced during the 

discussion?
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Possible Roles

• SFWI MEL Leader 
• SFWI program staff 
• Agricultural employees’ representative(s)
• Labor inspectors’ representative(s)
• Staff from other workers’ rights-focused community 

organizations

• Once you have received your role, read your role card (slides 4-9)
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Role Card: SFWI MEL Leader

• Facilitate discussion:
• Begin by reviewing the slides on “What makes a good question?” and “Types of questions.” 
• Ask group members for suggestions of learning for action questions that are of interest to 

them and facilitate the discussion, ensuring all group members have a chance to participate.
• Once the group has brainstormed 2-4 learning for action questions, shift the discussion to 

prioritizing the questions, asking other group members to weigh in on which questions should 
be the highest priority. 

• About 15-20 minutes into the discussion, stop the discussion of learning for action questions. 
(It’s okay if the group has not finished prioritizing the questions. The goal is just to experience 
the process.) Ask participants:  

• How did the presence of a variety of stakeholders enhance the discussion? How did it create 
challenges?

• What other challenges did you experience during the discussion?
• What was one “aha!” moment you experienced during the discussion?
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Role Card: SFWI Program Staff

• Your primary interests are:
• Determining whether the program works 
• If so, determining how the program works and for whom
• Identifying potential barriers to program success so you can 

determine how to address them
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Role Card: Agricultural Employees’ 
Representative(s)
• Your primary interests are:

• Ensuring that the program provides true benefit to 
agricultural employees

• Ensuring the safety and well-being of agricultural employees
• Ensuring equitable distribution of risks and benefits across 

all types of agricultural employees
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Role Card: Labor Inspectors’ 
Representative(s)
• Your primary interests are:

• Ensuring that the program does not put undue pressure on 
the labor inspectorate, given its existing resources

• Ensuring the safety and well-being of labor inspectors
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Role Card: Staff of Other Workers’ Rights-
Focused Community Organizations
• Your primary interests are:

• Ensuring that the program provides true benefit to workers
• Ensuring the safety and well-being of workers
• Ensuring equitable distribution of risks and benefits across 

all types of workers
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Share Back



Thank You!
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