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EXECUTIVE SUMMARY 

Background 

Better Work Bangladesh (BWB) is part of the global Better Work (BW) program implemented by 
the International Labor Organization (ILO) in partnership with the International Finance 
Corporation (IFC). In Bangladesh, Better Work is implemented as part of the ILO’s broader Ready-
Made Garment Program (RMGP). BWB was launched in Bangladesh in 2014 and has entered its 
second funding phase covering the period July 2017 to June 2021.1 The program sets out to 
improve compliance with International Labor Standards (ILS) and national laws in the garment 
export sector by offering advisory, training and compliance assessment services to factories and 
capacity building services to national constituents. The United States Department of Labor 
(USDOL) committed US$1,656,274 to the current phase of BWB for the period September 2017 
to December 2022. BWB also receives funding from Canada, the European Commission, the 
United Kingdom (until 2020), the Netherlands, Switzerland and Australia.  

USDOL commissioned this interim performance evaluation of BWB Phase II in accordance with 
its Cooperative Agreement with the ILO. The evaluation covered the implementation of all 
activities under the program from September 2017 to May 2021. The evaluation aimed to assess 
the performance and achievements of BWB during this period, identify good practices and lessons 
learned, and make recommendations toward enhancement of the program. The evaluation 
responded to questions corresponding to the criteria of relevance, coherence, effectiveness, 
efficiency, impact orientation and sustainability. 

The evaluation was conducted from December 2020 to May 2021 using a combination of remote 
qualitative key informant interviews, in-person factory visits conducted by the national team 
member, as well as a review of project-related documents. It also utilized data collected by the 
ILO’s independent midterm evaluation of the RMGP Phase II in Bangladesh, including BWB Phase 
II and affiliated projects.  

Findings and Conclusions 

Relevance and Coherence 

BWB is responsive in adapting its services to stakeholders’ needs, capacities, and motivations, 
within the ILO’s normative framework and Bangladesh labor law. At the factory level, the 
program delivery is tailored to workers’ and managers’ needs towards factory improvement, as 
confirmed by workers, managers and BWB staff.  In the context of the Covid-19 pandemic, BWB 
reacted rapidly to provide guidance on safety and health and adapted within a reasonable period 
to provide its services virtually. BWB’s gender mainstreaming approach and targeted initiatives 
are responsive to women workers’ needs regarding working conditions, promotion, and 
childcare, as expressed by women workers interviewed. BWB adheres to international labor 
standards and national laws in conducting compliance assessments, and in doing so, does not 
satisfy some of its subscriber factory and employers’ organization expectations, for example, 

 

1 Funding phase defined in the USDOL-ILO Award Modification Number 22.  
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regarding flexibility on assessments or leniency on worker payments during the pandemic. The 
program largely satisfies buyers’ priorities in providing a credible service for compliance 
assessment and improvement.  

The program engages with relevant stakeholders, namely national constituents and brand 
partners, towards building their ownership and capacity for sustaining compliance activities 
within their respective mandates and spheres of influence. Despite this effort, there remain gaps 
in ownership and full support of the program among government entities, trade unions (TUs) and 
employers’ organizations.  

BWB is steadily working to build political will and capacity among the Ministry of Labor and 
Employment (MOLE) departments as well as employers’ and workers’ organizations. While the 
Department of Inspection for Factories and Establishments (DIFE) and the Department of Labor 
(DOL) appreciate BWB’s capacity building services, both seek more frequent communications 
and expanded training opportunities. DOL would like ILO/BWB to engage more closely with the 
department on the industrial relations issues under its mandate. As noted by BWB senior 
management, ILO engagement with DOL on these issues must be closely coordinated as part of a 
larger “One ILO” initiative.  

BWB has not yet obtained the full engagement and support of the employers for the business case 
for the BW model. Representatives of TU federations, for their part, do not fully trust BWB’s role 
in promoting freedom of association and the interests of workers. This perception does not 
appear to be justified given the program’s efforts to support social dialogue and an enabling 
environment for freedom of association and collective bargaining (FOACB). The social partners 
are active members of the Better Work Advisory Committee (BAC) and indicate that the BWB 
capacity building initiatives are very useful and welcome. However, the institutional dynamics 
slow the progress towards the constituents’ adoption of the values promoted by the program and 
the advisory and compliance assessment methods and tools. The evaluation concluded that BWB 
needs to communicate its role and efforts more clearly to the national constituents. 

Progress and Effectiveness 

BWB is on track to meet its implementation targets. BWB factory coverage accelerated rapidly 
during 2017 to 2021, approaching its target of 400 factories. The program is also on target in 
securing brand partnerships, which is a key driver of factory enrollments.  The program also met 
its performance targets on women’s participation in committees and supervisory training. 

From the perspective of workers interviewed, BWB is highly effective in improving their 
conditions, their voice in dialogue with management, the maternal and childcare services for 
women, as well as workers’ health and safety under the impact of Covid-19. Women workers also 
experienced enhanced access to supervisory training and promotion, especially in factories 
where the IFC-led Gender Equality and Returns (GEAR) initiative was implemented. 

Participating employers particularly appreciate BWB’s advisory and training services in helping 
them to comply with national labor law and to support functioning Participation Committees (PC) 
towards the resolution of disputes. Some are less positive regarding BWB’s compliance services, 
which they perceive to be unreasonable in applying labor standards beyond those of the national 
labor law.  
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Brand partners highly value the comprehensive social and labor compliance service provided by 
BWB, which they recognize as more effective than a traditional compliance audit given the 
emphasis on coaching and factory-ownership of improvement. 

BWB has contributed to a reduction of compliance audit duplication in subscriber factories, as 
some brands rely solely on BWB’s compliance reports. Employers remain concerned, however, 
that the burden of multiple compliance audits continues as some partner brands continue to 
conduct their own audits, while other buyers are not BWB affiliates.  As an avenue toward 
reduced audit duplication and an industry standard, some international brands, including those 
operating in Bangladesh, subscribe to an initiative by international brands and civil society for a 
unified RMG sector compliance assessment tool under the Social and Labor Convergence Program 
(SLCP). BW Global (BWG) was involved in supporting the development of the SLCP compliance 
assessment tool and has played an active role in ensuring it aligns with ILS. In Bangladesh, BW is 
aligning its Compliance Assessment Tool with the SLCP system toward further audit reduction, 
and subject to constituent agreement, BWB will utilize a common compliance assessment tool 
from end of May 2021.  

BWB has significantly expanded the training and learning opportunities for constituents since 
2017. This was further institutionalized through the recent Learning Hub initiative which 
provides training for national constituents on management responses to Covid-19 as well as 
training on general productivity and human resource (HR) management. The initiative has 
provided direct training and also created a pool of almost 200 master trainers among personnel 
from DIFE, DOL, the Bangladesh Garment Manufacturers and Exporters Association (BGMEA), the 
Bangladesh Knitwear Manufacturers and Exporters Association (BKMEA), and workers’ 
organizations, with plans for expansion. The Training of Trainers approach of the Learning Hub 
represents a key strand in BWB’s sustainability strategy. 

Overall, BWB was effective in its guidance and support to subscriber factories to ensure 
protective measures for workers with the onset of the Covid-19 pandemic. The program adapted 
well by transitioning to virtual service provision, especially for advisory and training services, 
demonstrating the feasibility of mixing virtual and in-person service delivery beyond the 
pandemic. At the factory level, workers and managers have become comfortable with the virtual 
approach, although they tend to prefer in-person visits under non-pandemic circumstances. 
While some brands are satisfied with the credibility of virtual compliance checks, others do not 
regard virtual checks as fully satisfying their needs and recommend a return to in-person 
compliance assessments once restrictions are lifted.  BWB was not able to maintain the timeliness 
of compliance reports as it had to stop factory visits, nor to meet the demand for factory 
enrolment. BWB is addressing these concerns through expanded staffing during 2021. 

BWB took a number of measures to address the needs of women workers in the context of the 
pandemic, such as special guidance regarding breastfeeding in the workplace, and worked with a 
network of promoted GEAR supervisors to raise awareness about Covid-19 in the community. 
Nevertheless, more effort could be made to help member factories understand and address the 
potential needs of women workers within and beyond the factory, including amplified care 
burdens and vulnerability to job loss. 

While BW globally and in Bangladesh made pleas to buyers to maintain their orders, employers’ 
representatives tend to perceive that BWB has not sufficiently supported their case with 
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international buyers in the face of canceled orders, reduced payments and the use of force 
majeure clauses in contracts. This suggests a need for stronger communication by BWB of the 
efforts that BWG and the ILO is making on this front at the global level, as well as wider advocacy 
campaigns for responsible purchasing along the supply chain. 

Impact Orientation 

The program has achieved improvements in the compliance of subscriber factories across a range 
of factors, notably compensation, social dialogue, industrial relations and occupational safety and 
health, while there remains much room for improvement. BWB subscriber factories tend to 
demonstrate progressive improvements in non-compliance the longer they remain members of 
BWB.  

BWB’s advisory support to the functioning of PCs and Safety Committees (SC) and its capacity 
building of trade union representatives at factory level brought significant improvements in 
effective social dialogue between workers and management.  

Among BWB subscriber factories, workers’ and managers’ understanding and practices related 
to workers’ rights, including FOACB, are demonstrably improving, as supported by aggregate 
compliance data. However, qualitative accounts suggest that factory managers’ attitudes continue 
to discourage TU formation.   

At the industry-wide level, BWB’s industry engagement through business forums has broadened 
opportunities for supplier/brand dialogue. Nevertheless, much remains to be done to influence 
and improve buyer purchasing practices as highlighted by the Covid-19 crisis. 

Sustainability 

BWB’s central sustainability strategy focuses on building ownership and capacity among 
government, industry, buyers and the social partners to adopt the project’s mindset, advisory 
approaches and tools for compliance. The program has made steady progress toward this vision 
through its industry stakeholder discussion platforms and the capacity building program for 
constituents and buyers, as well as the new Learning Hub initiative. While sustainability is a long-
term endeavor and BWB’s exit is not foreseen in the near future, the program would benefit from 
a comprehensive sustainability planning process and systematic tracking of progress against 
sustainability targets.  

Management Effectiveness and Efficiency of Resources 

BWB’s human resource and management structure is well organized to monitor and provide 
quality assurance to thematic program areas and maintain customized service to factories. The 
program is addressing current staff constraints in factory-facing and industry-wide capacity 
building through phased factory expansion and additional recruitments in 2021. BWB’s financial 
management of USDOL funding adheres to outcomes-based budgeting principles and expenditure 
against budget is reported regularly to USDOL. 

While BWB, within the RMGP II and BWG frameworks, applies a results-based management 
approach to monitoring performance, there are deficits in the BWB results framework, 
acknowledged by BW managers, with respect to outcome-level monitoring of improvements in 
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the enabling environment. BWB’s reporting to USDOL has increasingly adhered to USDOL results-
based management guidelines. However, the evaluation suggests that indicator reporting for 
USDOL should be integrated with the new indicators being developed for the global BW program.  

Recommendations 

Effectiveness of BWB Factory Services 

1. As the Covid-19 crisis continues, BWB should enhance its advisory support to subscriber 
factories on employment and wage protection issues, ensuring social dialogue and 
workplace cooperation and addressing workers’ grievances and disputes during the 
pandemic. (BWB) 

2. Continue to adapt BWB factory-level advisory, training and assessment services utilizing 
virtual approaches during the Covid-19 pandemic; and in consultation with factories and 
buyer partners, establish and share with factory subscribers/buyer partners a roadmap 
to return to an appropriate mix of virtual and in-person services when Covid-19 
restrictions ease.  (BWB, BAC, partner brands, subscriber factories) 

3. BWB should intensify efforts to identify cases of non-compliance on FOACB and support 
remediation through the assessment and advisory process. (BWB) 

4. Support factory Participation Committees to conduct assessments of women workers’ 
needs in the workplace and at home in the context of the pandemic. (BWB, subscriber 
factories) 

Constituent Engagement and Capacity 

5. Strengthen BWB and ILO communications with tripartite constituents on BWB’s mandate 
and progress and the role that constituents can play in expanding the project’s approach 
beyond subscriber factories. This can be done through the Better Work Advisory 
Committee, bilateral meetings and updates for DOLE, DIFE and MOC, employers’ 
organizations and workers’ associations. (BWB, ILO Bangladesh RMGP, BAC, Government 
of Bangladesh [GOB], TUs, employers) 

6. Continue to enhance capacity building interventions for government (DOL and DIFE), TUs 
and employers’ organizations through expansion of the Learning Hub program and other 
capacity building opportunities, including exposure to Better Work programs in other 
countries, either virtually through webinars or in person. (BWB, ILO Bangladesh) 

Sustainability and Impact 

7. In consultation with the Better Work Advisory Committee, BWG and USDOL, develop and 
document a comprehensive BWB sustainability strategy and exit pathway for the 
forthcoming phase, with corresponding timebound milestone targets that can be tracked. 
(BWB, BWG, USDOL, BAC) 

8. BWB should collaborate with IFC and other development partners to sustain and upscale 
initiatives for women’s advancement and gender equity in the sector through GEAR 
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training and Mothers@Work. Consider integrating the productivity skills components of 
GEAR within core supervisor skills training to enhance industrial productivity as well as 
management skills. (BWB, IFC, UNICEF) 

Management Effectiveness and Efficiency  

9. As part of BWB staffing expansion, prioritize fundraising to provide for a Deputy Program 
Manager position. (BWG, BWB, USDOL) 

10. Improve the BWB results framework within the context of the RMGP, to better capture 
medium-term and long-term outcomes reflecting the capacity building and sustainability 
results of the program. Develop appropriate indicators and milestone targets for 
tripartite and buyer capacity building and policy development. Include gender-
disaggregated indicators for the gender results framework that can be utilized within 
BWB’s overall performance monitoring framework. (BWB, BWG, USDOL) 

11. In future support to BW programs, USDOL should assist the ILO to develop an appropriate 
results-based performance monitoring plan and indicators from the start of the program. 
(USDOL, BWG) 

Supply Chain Advocacy 

12. Capitalize on the ILO’s tripartite mandate to convene buyers and constituents to address 
purchasing practices and their impact on the sector and its workforce in Bangladesh. At 
international level, both the ILO and development partners should continue to join forces 
to influence unethical purchasing practices by brands. BWB can enhance its efforts to 
demonstrate and communicate BW’s global advocacy with brands for responsible 
business and purchasing practices to BWB constituents. (BWG, BWB, ILO RMGP, donors) 

13. Donor governments should strengthen their collective and individual efforts to influence 
multinational buyers to conduct responsible and fair purchasing practices, for example 
through publishing reports on the purchasing practices of buyers that are deemed 
unethical. (USDOL, US Department of State, other donor governments)   
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INTRODUCTION 

The United States Department of Labor (USDOL), through its Bureau for International Labor 
Affairs (ILAB), contracted with Sistemas, Familia y Sociedad (SFS) to conduct performance 
evaluations of its technical assistance projects in Guatemala, Jordan and Bangladesh. This report 
presents the findings of the interim performance evaluation of the Better Work Phase II project in 
Bangladesh. The evaluation provides USDOL and its grantee with an independent and evidence-
based assessment of the program’s performance during the period of September 2017 to May 
2021. The evaluation responds to issues of relevance, coherence, effectiveness, efficiency, impact 
orientation, and sustainability. In parallel, the evaluation identifies relevant lessons and good 
practices with a view to strengthening the program’s implementation and inform future Better 
Work (BW) programming. 

This interim evaluation report is structured as follows: Section 1 outlines the context of the 
garment export sector in Bangladesh and provides an overview description of the Better Work 
Bangladesh (BWB) program. Section 2 describes the evaluation objectives and methodology, 
including the approach to data collection, the limitations the evaluation team encountered and 
the mitigations applied when collecting and analyzing the data. Section 3 details the evaluation 
findings, responding to each of the evaluation questions. Section 4 provides lessons learned and 
promising practices of the program identified by the evaluation team. Section 5 provides 
conclusions, and Section 6 provides recommendations based on the findings of the evaluation. 
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1. PROGRAM CONTEXT AND DESCRIPTION 

1.1 Context 

The garment sector is Bangladesh’s largest export earner, accounting for about 84% of the 
country’s export earnings, which amounted to US$34.13 billion in 2019.2 In 2019, Bangladesh 
was the world’s second largest clothing exporter after China, with more than 4,600 garment 
factories. In 2020, Bangladesh was surpassed by Vietnam with the decline in Bangladesh exports 
(which reached over US$27.9 billion in the 2019 - 2020 financial year) due to the impact of the 
Covid-19 pandemic on orders.3 The European Union is the main export market for Bangladesh 
garments, along with significant markets in the United States and Canada. 

Over the past two decades, the growth of the industry has propelled social change in the country, 
providing work for over 4 million workers, many of them rural migrants. Women make up 54% 
of the garment workforce, yet they remain poorly represented in mid- and top-level management. 
While garment sector employment has helped pull millions out of poverty, Bangladesh still 
accounts for some of the lowest wages among ready-made garment (RMG) producer countries, 
despite increases to minimum wages introduced in 2013 and 2018. Labor rights, including 
freedom of association and collective bargaining (FOACB) still face significant challenges in 
Bangladesh. According to the US State Department Human Rights report, workers continue to 
face discrimination, harassment, and dismissal for attempting to recognize their rights, in 
particular freedom of association and collective bargaining.4 Cases of anti-union discrimination, 
among other labor rights infringements, are currently under the consideration of the ILO 
Governing Body (GB).5,6 

The Tazreen Fashions factory fire in 2012 and the collapse of the Rana Plaza building in April 
2013, which together killed nearly 1,250 workers, focused international attention on the need to 
improve structural, fire, and electrical safety conditions. In the wake of these accidents, 
international and national stakeholders came together through various initiatives to improve 
workers’ safety in Bangladesh’s export-oriented RMG sector. In 2013, the European Union (EU), 
the United States and the Government of Bangladesh (GOB) signed the Sustainability Compact to 
promote continuous improvements in labor rights and factory safety in the RMG industry. The 
Government of Canada joined the Compact in 2016.7 Three initiatives, the Accord on Fire and 
Building Safety in Bangladesh (Accord) led by European RMG retailers, the Alliance for 
Bangladesh Worker Safety (Alliance), and the Government of Bangladesh’s National Initiative 
were launched to address some of the root causes of the industry’s poor safety record through 
factory inspections and remediation processes. The Alliance ceased its term of operation in 
January 2019. Under a High Court ruling, the Accord handed over its operations in Bangladesh to 
the RMG Sustainability Council (RSC) on 1 June 2020.8 The RSC was launched as a permanent 

 

2 https://www.bgmea.com.bd/export-performances/4 
3 https://www.tbsnews.net/economy/rmg/vietnam-surpasses-bangladesh-rmg-export-118897 
4 https://www.state.gov/reports/2020-country-reports-on-human-rights-practices/bangladesh/ 
5 ILO Governing Body  341th Session, Geneva, March 2021. 
6 Better Work Bangladesh Strategy Report. Phase II (2018- 2021). 
7 https://www.ilo.org/dhaka/Whatwedo/Publications/WCMS_658138/lang--en/index.htm 
8 https://www.dhakatribune.com/bangladesh/2020/05/31/accord-closes-bangladesh-operations 

https://www.bgmea.com.bd/export-performances/4
https://www.tbsnews.net/economy/rmg/vietnam-surpasses-bangladesh-rmg-export-118897
https://www.ilo.org/dhaka/Whatwedo/Publications/WCMS_658138/lang--en/index.htm
https://www.dhakatribune.com/bangladesh/2020/05/31/accord-closes-bangladesh-operations
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national organization with representation from RMG manufacturers, global apparel companies, and 
TUs representing garment workers.  However, some stakeholders have expressed concerns that the 
RSC representation is tilted towards the manufacturers and therefore cannot be considered an 
equally representative body. 

In the context of Bangladesh’s anticipated transition to middle income status in 2026, the country 
could lose its current EU trade preferences awarded to low-income countries. To maintain its 
trade advantages while transitioning under the Generalized Scheme of Preferences Plus (GSP+) 
scheme,9 Bangladesh will have to fulfill its social and compliance and sustainability commitments 
to the Sustainability Compact, and ratify and/or enforce 27 United Nations Conventions including 
the core Conventions of the International Labor Organization (ILO). 10  

1.2 Program Description 

Better Work, a partnership between the ILO and the International Finance Corporation (IFC), is 
one of the ILO’s flagship global programs, and aims to improve working conditions in the garment 
industry and make the sector more competitive. It is currently active in nine countries and over 
1,700 factories, reaching an estimated 2,400,000 workers.11  

Better Work Bangladesh (BWB) was launched in 2014 and is part of the ILO’s broader program, 
entitled Improving Working Conditions in Bangladesh’s RMG Sector (RMGP).12 The program 
completed its first phase in June 2017. The second phase, covering July 2017 to June 2021, was 
funded with a total of US$24.5 million by Canada, the United Kingdom and the Netherlands as 
part of a pooled funding arrangement, while BWB also receives separate contributions from 
USDOL, Switzerland, the European Commission and Australia through the BW Global (BWG) 
program. USDOL has funded Better Work Bangladesh since 2014 and began funding the current 
phase of BWB in September 2017. It has committed US$1,656,274 through December 2022. 
USDOL funding since 2017 has contributed toward salaries for core staff,13 as well as a new 
program for gender-focused activities funded from 2020 to 2022.14   

BWB seeks to improve the working conditions and safety standards in the RMG sector of 
Bangladesh in order help build a competitive garment industry that provides decent jobs to 
workers, good business for factories and brands, and economic development for the country. The 
program aims to improve compliance with core international labor standards (ILS) and national 

 

9 GSP+ allows eligible developing countries to pay no duties on some exports to the European Union. 
10https://www.thefinancialexpress.com.bd/home/can-bangladesh-get-prepared-for-eus-gsp-plus-
1612190630. Trade union formation in an enterprise is restricted by the Labor Act requirement that 20% 
of workers consent to form a trade union. 
11 https://betterwork.org/ 
12 The first phase of the program, from 2014 – 2017, received US$29 million funding. BWB forms the 
fourth strategic pillar of the RMGP Phase II: Improving Working Conditions and Productivity. The other 
three pillars are 1. Ensuring factory safety and remediation, 2. Governance (including Labor inspection 
improvement), 3. Occupational Safety and Health. 
13 Namely the Chief Technical Advisor, Deputy Program Manager, two Enterprise Advisors, Training 
Officer, and BWG program support. 
14 Since 2017, USDOL provided funding in annual grant modifications, until 2020 when a three-year 
allocation was made under USDOL Grant Modification Number 22 for the period June 2020 to December 
2022. 

https://www.thefinancialexpress.com.bd/home/can-bangladesh-get-prepared-for-eus-gsp-plus-1612190630
https://www.thefinancialexpress.com.bd/home/can-bangladesh-get-prepared-for-eus-gsp-plus-1612190630
https://betterwork.org/
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legislation covering compensation, contracts, occupational safety and health (OSH), and working 
time. Likewise, the program promotes worker-management dialogue and improved human 
resource management systems.  

BWB II constitutes the fourth strategic area of the ILO Bangladesh RMGP II, with one overall 
outcome: Better work serves as a model for compliance in the garment sector. To achieve this 
outcome, the program has two contributing results areas (termed “outputs”):  

• Core service delivery model applied; and  
• Engaging stakeholders to contribute to responsible business practices. 

Factory-level services comprising the core service delivery model include: 

• Guided self-diagnosis to support factories to identify social compliance related issues and 
priorities within their factory;15 

• Compliance assessments with international and national labor standards and laws;  
• Support to establishment of bipartite worker management committees to improve 

workplace communication and cooperation; and 
• Learning services, including advisory services, supervisor training and industry seminars. 

During the RMGP II implementation period (July 2017 – December 2021), BWB planned to 
expand its core services to 400 factories. 

Under the second results area, the program engages with brands and retailers to encourage its 
suppliers to subscribe to the program, provides training for compliance officers within retail 
firms, holds industry seminars, and provides training for tri-partite constituents including 
officers of the Department for Inspection of Factories and Establishments (DIFE), trade union 
(TU) members and leaders and employers’ organizations.   

In addition to the objectives stated in the RMGP context, BWB’s 2018-2021 strategic phase set 
three overarching objectives:16 

1. Improve working conditions in factories with a focus on industrial safety; 
2. Support a policy and business environment that protects workers’ rights and boosts 

competitiveness; and 
3. Empower women, reduce sexual harassment and close the gender pay gap. 

The program has a specific focus on improving working conditions and opportunities for women, 
advancing their productivity and career progression as well as their health and safety.  During the 
period of 2017 to May 2021, BWB implemented three sub-programs that are included in the 
scope of the evaluation. These initiatives are Mothers@Work, the Gender Equality and Returns 

 

15 BWB learning and assessments cover a variety of issues including child labor, discrimination, forced 
labor, freedom of association, collective bargaining as well as national labor law regulations on 
compensation, contract and workplace relations, occupational safety and health, and working hours.  
16 Better Work Bangladesh Strategy 2018 – 2021. 
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(GEAR) initiative in collaboration with IFC, and the Strengthening Social Dialogue in GAP Inc. 
Factories in Bangladesh. Table 1 provides an overview of these projects. 

Table 1. Sub-programs 

Initiative Description 

Mothers@Work Mothers@Work is a partnership between UNICEF and BWB to 
support the rights of working mothers and their children. 
US$263,695; Jun 2018 – Aug 2020 

Gender Equality and Returns (GEAR) 
initiative 

Launched in 2016 by IFC, GEAR is a partnership between the IFC 
and BWB that aims to increase women worker’s access to 
supervisory positions in RMG factories. 

Strengthening social dialogue in GAP 
factories in Bangladesh 

A GAP Inc. and ILO joint initiative to strengthen social dialogue and 
industrial relations in all factories that GAP Inc. sources from within 
Bangladesh.  
US$500,000; Jan 2019 – Dec 2021 

 

The ILO commissioned an independent midterm cluster evaluation of the RMGP II, including BWB 
Phase II, that was conducted from April to September 2020. The current evaluation complements 
and builds upon that evaluation with respect to the assessment of BWB performance. 
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2. EVALUATION OBJECTIVES AND METHODOLOGY 

2.1 Evaluation Purpose, Scope, and Objectives 

This interim performance evaluation is intended to assess the performance and achievements of 
the BWB program from the start of USDOL funding in September 2017 to the time of the 
evaluation data collection, while acknowledging that USDOL was not the only funder of BWB 
activities.  As agreed by USDOL and ILO in establishing the Terms of Reference (TOR; Annex 7), 
the evaluation covers the whole scope of BWB interventions during this period, since USDOL 
funding contributes to core staff costs as well as specific activities. 

The purposes of this interim performance evaluation as determined by the TOR are to: 

1. Assess the extent to which the program is responsive to stakeholders’ evolving needs, 
especially in the context of the Covid-19 pandemic; 

2. Assess the extent to which the program strategy takes into account the capacity and 
willingness of relevant partners and institutions to contribute to sustaining the desired 
outcomes and impacts after donor funding is withdrawn; 

3. Determine whether the project is on track toward meeting its objectives during the 
current phase, identifying the challenges and opportunities encountered in doing so, and 
analyzing the driving factors for these challenges and opportunities; 

4. Assess and rate objectively the project’s achievement of its long-term outcomes and 
outputs, as well as the effectiveness of the project’s strategies and the project’s strengths 
and weaknesses in project implementation, identifying areas in need of improvement; 

5. Assess and rate objectively the likelihood of sustainability of the project’s outcomes and 
identify steps to enhance its sustainability. 

The evaluation is intended to provide conclusions, recommendations and lessons learned to 
inform decision-making for the ongoing program. 
 

2.2 Evaluation Methodology 

This section describes the evaluation questions and data sources, data collection and analysis 
methods, schedule and evaluation limitations. 

2.2.1 Evaluation Questions and Data Sources 

The evaluation team set out to answer specific questions agreed upon by ILAB, Better Work, and 
SFS. These questions address issues within the Organization for Economic Co-operation and 
Development–Development Assistance Committee (OECD-DAC) criteria of relevance, coherence, 
effectiveness, efficiency, impact, and sustainability. 

Table 2 lists the evaluation questions and the section(s) of the report where each question is 
answered. 
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Table 2. Evaluation Questions 

No. Question Report 
Section 

Relevance  

1 

Has the project effectively tailored its interventions to respond to stakeholders’ 
evolving needs, capacities, resources and motivations (especially since the onset of the 
COVID-19 pandemic)? In particular, to what extent are BWB services responsive to 
women’s needs and priorities?   

3.1.1 

Coherence 

2 

To what extent does the BWB program strategy take into account the partners and 
institutions that are likely to have influence over sustaining the desired outcomes after 
donor funding is withdrawn, and the willingness and capacity of the relevant partners 
and institutions to do so? 

3.1.2 

3 
Does BWB envision engagement with the Ready-Made-Garment Sustainability Council 
(RSC) to address issues around health and safety in factories? If so, how? 3.1.2 

Effectiveness 

4 

a. What are the perceptions of workers, employers, and brands regarding the 
effectiveness of BWB services, particularly the effectiveness of the services since the 
onset of the COVID-19 pandemic?  Do these perceptions differ by gender?   

b. Has the increase in female supervisors been an effective strategy to reduce sexual 
harassment in the workplace? 

3.2.2 

5 

How has BWB responded to the changes in the implementation context? Specifically, 
how has BWB responded to the opportunities and constraints generated in the 
garment sector by the Covid-19 pandemic?  To what extent is BWB working with 
factories and/or brands to mitigate the impact of Covid-19 on workers, particularly 
women workers who have been disproportionately affected by the pandemic? 

3.2.3 

6 

How does the organizational capacity of project implementers, target institutions, and 
implementing partners limit or facilitate the effectiveness and sustainability of project 
interventions? Does the project implementation adequately account for differences in 
capacity? (ILAB/OTLA learning priority question 4)17  

3.1.1; 
3.2.1; 
3.4.4 

7 

How has BWB supported participation committees and unions to represent workers 
(especially women) or to establish an effective social dialogue mechanism in Better 
Work member factories? To what extent have workers and worker organizations been 
empowered as a result of BWB activities (particularly women workers and female 
union representatives)? 

3.2.5 

8 

Has BWB ensured that program services (assistance, training, support) effectively 
reach the target number of beneficiary stakeholders? Such as: Workers’ associations, 
workers (by gender), factory management, manufacturers, brands; Ministry of Labor, 
in particular labor inspectors 

3.2.1 

9 

a. To what extent have BWB’s factory compliance assessments, remediation assistance 
and monitoring, and the publication of reports on factory compliance been delivered 
in a timely and effective manner?  

b. What improvements could be made to factory assessment and advisory services to 
increase their impact and facilitate scaling up/expansion (especially in the Covid-19 
context)? 

3.2.2; 
recomm
endatio
ns 

 

17 This is a cross-cutting question addressed in multiple sections of the report. 
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No. Question Report 
Section 

10 

How has factory-level data produced by the project been utilized in mobilizing 
stakeholders to change policies and practices?  What challenges or opportunities are 
there for increasing the transparency and utility of the compliance data collected by 
BWB? 

3.2.6; 
3.3.1 

Efficiency 

11 

How efficient is project use of resources? How effectively has the project used 
outcomes-based budgeting systems? (Are budgets updated and expenditures discussed 
regularly between USDOL and implementers?  Has the project tracked the planned vs. 
actual cost per outcome?) 

3.5.3 

12 
What are the key strengths and weaknesses of BWB’s staffing and management 
arrangements? 3.5.1 

13 

To what extent is ILAB’s Results-Based Management approach viewed as a helpful 
management tool by project implementers and partners? (ILAB/OTLA learning priority 
question 5)  

3.5.2 

14 

How effectively does the project monitor and report performance data to USDOL? 
Which, if any, performance indicators or tools (irrespective of donor) does the BWB 
project find most useful for project management?  Why does the project find these 
tools more or less useful? What improvements could be made on measuring and 
reporting performance to USDOL?  

3.5.2 

Impact Orientation 

15 
To what extent has communication (between factory management and workers, and 
between suppliers and buyers) been impacted by the BWB program? 3.3 

16 

What has been the impact of BWB's activities on stakeholders’ understanding and 
practices related to workers’ rights (e.g., freedom of association and collective 
bargaining, including with respect to union registration and protection against unfair 
labor practices)?  

3.3 

17 

Have BWB activities contributed to establishing a complaints mechanism for workers 
to confidentially report fire, building safety, and worker rights violations? How do 
factory-level respondents describe the handling of workplace safety complaints, 
including Covid-19 related complaints? 

3.2.2; 
3.3 

Sustainability 

18 

Is the project tracking useful sustainability indicators for medium-term outcomes 
(such as sustained motivation, resources, capacity, or linkages); long-term outcomes 
(such as sustained service delivery, access, or demand); or for impacts (such as 
sustained behaviors, practices, or service utilization)? 

3.4.3 

19 
According to stakeholders, what are the key project outcomes or outputs that should 
be sustained? What is the likelihood that these will be sustained after donor funding is 
withdrawn? (ILAB/OTLA learning priority question 6) 

3.4.1 

20 

Are there any risks or opportunities that are likely to limit or facilitate the 
sustainability (technical, financial, economic, social, institutional, and environmental) 
of project results? In particular, what are the challenges and opportunities arising in 
the context of the Covid-19 pandemic that may have an effect on BWB’s sustainability? 

3.4.2 

 

In the inception period, the Lead Evaluator developed an Evaluation Design Matrix identifying the 
source of data and data collection methods for each evaluation question. The Evaluation Matrix 
can be found in Annex 5. The evaluation team addressed the evaluation questions using multiple 
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sources of evidence, drawing upon primary qualitative data and secondary qualitative and 
quantitative data available in BWB progress and compliance reports, as described below. Given 
that an independent interim cluster evaluation of the ILO Bangladesh’s RMGP Phase II 
commissioned by the ILO was conducted from April to September 2020, ILAB and ILO agreed that 
the evaluation could utilize primary data gathered in that evaluation. The evaluator of the RMGP 
II provided her key informant interview (KII) notes and survey results to the evaluation team. 

2.2.2 Evaluation Schedule 

The evaluation team, composed of a Lead Evaluator, a National Consultant, and a note-taker 
supporting factory-based data collection, conducted the evaluation from December 2020 to May 
2021 through the following three phases: 

Planning and methodology. The evaluation team held initial discussions with ILO and USDOL 
to determine the scope of the evaluation in December 2020 and collaborated with the BWB team 
to develop the data collection methodology during January and February 2021.  The Lead 
Evaluator reviewed relevant documentation from January 2021 and throughout the evaluation 
process.  

Data collection. The team conducted remote virtual and in-person data collection from 24 
February to 31 March 2021. 

Analysis and Reporting. The lead evaluator analyzed the material and prepared the evaluation 
report during April and May 2021. The evaluation team presented the initial evaluation findings 
to ILAB staff on 20 April 2021. A stakeholder validation meeting was held with ILO and 
stakeholders’ participants on 25 May 2021. 

2.2.3 Data Collection Methods and Sampling 

The team adapted the evaluation methodology to the evolving Coronavirus (Covid-19) related 
safety and travel restrictions. The Lead Evaluator and National Consultant conducted all KIIs 
remotely. In consultation with ILO and ILAB, the evaluation team determined that the National 
Consultant would make site visits to a small sample of participating factories while adhering 
closely to the factory safety guidance protocols. 

Document review. The Lead Evaluator reviewed a wide range of documents including BWG 
project documents and progress reports, BWB and RMGP II project documents, BWB multi-donor 
progress reports and Technical Progress Reports (TPRs) to USDOL, RMGP II progress reports, 
BWB guidance documents, research publications, and newsletters. Annex 2 provides a list of the 
documents reviewed. 

Remote key informant interviews and factory focus group discussions (FGDs). The 
evaluation team gathered primary data through remote KIIs with representatives of relevant 
stakeholder groups, and in-person factory-level focus group discussions with workers and 
managers. The KII respondents within stakeholder groups were determined in consultation with 
the BWB management team, to obtain perspectives from a comprehensive range of stakeholders 
while minimizing duplication of individuals met during the previous evaluation. Interviewees 
were identified by BWB or by the relevant institutions. KIIs were held with ILO Country Office 
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(CO) staff, BWG and BWB staff, IFC, employers’ organizations, manufacturers’ representatives, 
workers’ organization representatives, buyers and USDOL. Annex 3 provides the list of KII 
respondents. As noted, the sampling of KII stakeholders was planned to limit duplication of 
interviews conducted by the RMGP II evaluation in 2020. Therefore, some stakeholders were 
omitted from the sample, including Bangladesh Employers Federation and IndustriALL. The Lead 
Evaluator arranged appointments with ILO and BW respondents as well as brand representatives 
via the Zoom platform, while BWB staff appointment times were used for remote interviews with 
the tri-partite constituent representatives. 

For discussions with factory-level stakeholders, the evaluation team applied a purposive, 
stratified sampling method to ensure consultation with managers and worker representatives 
from factories with mature BWB participation, experience with the sub-initiatives, and a range of 
factory size by workforce, with the following criteria: 

1. Located in the greater Dhaka area; 
2. Completed three or more BW assessment cycles; 
3. Participated in at least one of the following initiatives:  Mothers@Work, GEAR and GAP 

Social Dialogue; 
4. Represents three groups according to workforce size:  less than 1,000 employees, 2,500 

– 5,000 employees (most BWB factories fall in this category), and 8,000 or more 
employees; and 

5. Not included in the factory sample of the RMGP II cluster evaluation. 

BWB provided a list of factories meeting these criteria and the team randomly selected eight 
factories meeting the criteria as well as eight back-up factories in case of non-agreement of the 
selected factories to participate. The selection also ensured that both woven manufacturing and 
knitwear manufacturers were included. Efforts were made to ensure that most of the factories 
included in the sample covered the different steps of the cut-to-pack process (e.g. material 
management, pattern and range, stitching, pre-production, washing and laundry, finishing and 
packing).  

The resulting factories included two large, four medium size and two smaller size factories based 
on workforce numbers, two of which were in knitwear and six in the woven garment sectors. 

The evaluation team interviewed a total of 129 respondents, including 40 KIIs and 16 factory 
FGDs with 89 participants. Tables 3 and 4 present the number of KII and FGD respondents by 
stakeholder group and sex. 

Table 3. Qualitative Sample Size by Sex 

Stakeholder Group Male Female Total 
ILO Country Office 1  1 
BWG/IFC Global and Bangladesh 2 3 5 
BWB Program Team (incl. former deputy Program 
Manager) (plus 4 survey respondents) 

3 4 7 

Government of Bangladesh 4 0 4 
Workers’ Organizations 9 0 9 
Employers’ Organizations (BGMEA & BKMEA) 4 1 5 
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Stakeholder Group Male Female Total 
USDOL/US Embassy Dhaka 1 4 5 
Brands 2 3 5 

Total 25 15 40 
 

Table 4. Factory Group Discussion Participants 

 

 

 

Online survey: Following the interview process, an online survey focused on the experience of 
providing factory-facing services since the onset of the Covid-19 pandemic was sent to a sub-
group of BWB Enterprise Advisors (EA), which were selected to represent each of the EA teams 
and a balance of female and male EAs. Five out of ten EAs responded to the survey. 

2.2.4 Data Analysis 

The evaluators coded the KII and factory FGD data as well as the survey responses according to 
each evaluation question. This analysis was triangulated with the interview material from the 
RMGP II cluster evaluation.  

2.2.5 Limitations 

Challenges of remote data collection. The main limitations encountered in the evaluation relate 
to the remote data collection methods used to conduct KIIs. It is more challenging to establish a 
rapport with respondents, especially across cultures, when working online and to allow 
participants time to reflect within the interview process. To mitigate this limitation, the 
evaluation team took time to communicate the purpose of the evaluation and the questions as 
clearly as possible. Occasional interruptions to internet connections also made it difficult to 
capture some of the details of the responses. When needed, the National Consultant assisted the 
Lead Evaluator in explaining the questions to the respondents and in understanding their 
responses.  

The evaluation team also found that it took longer to secure appointments for remote meetings 
than it would normally take to meet stakeholders for an in-person mission. Respondents tended 
to be more likely to change the meeting time with a virtual approach. The evaluation team was 
flexible in re-scheduling meetings, but this meant that the overall duration of data collection 
extended to over one month.  

Stakeholder availability and representativeness. The evaluation team found that some of the 
constituent representatives nominated by their organizations were new in their positions or had 
limited experience collaborating with BWB. To mitigate this limitation, the evaluation 
triangulated interview material from the RMGP II evaluation and also with BWB reports and staff 
perceptions about the relationship with the employers’ and workers’ organizations. 

Factory Representatives Male Female Total 
Workers 20 30 50 
Managers/Enterprise Owners 29 10 39 

Total 49 40 89 
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3. EVALUATION FINDINGS 

This section provides the evaluation findings for each question, organized according to the 
evaluation criteria: relevance and coherence, effectiveness, impact orientation, sustainability and 
efficiency of resource use and management arrangements. 

3.1 Relevance and Coherence 

This section responds to the evaluation question concerning BWB’s ongoing relevance and 
adaptation to respond to stakeholders’ needs, capacities and motivations, especially in the 
context of the Covid-19 onset. Secondly, it considers the effectiveness of the program’s 
partnership and institutional capacity development strategy with regard to sustaining the desired 
outcomes.  

3.1.1 Relevance to Stakeholders’ Evolving Needs and Capacities 

 Has the program effectively tailored its interventions to respond to stakeholders’ evolving 
needs, capacities, resources and motivations, especially since the onset of the Covid-19 
pandemic? To what extent are BWB services responsive to women’s needs and priorities? 
(Q.1) 

BWB’s stakeholders. BWB sets out to benefit multiple stakeholders as part of its twin goals of 
improving labor compliance and productivity in the apparel sector. BWB has direct beneficiary 
relationships with its subscriber manufacturers (as fee-paying subscribers to Better Work 
services), workers and managers in these factories, as well as with partner brands and participant 
brands that pay for supplier factory compliance performance data to serve their labor and social 
compliance commitments.18 The program has key relationships with the national tripartite 
constituents, made up of the relevant government Ministry departments responsible for labor 
governance and trade, the employers’ organizations and the TU associations.  

Responsiveness to subscriber factory needs and capacities. Broadly speaking, during 2017 
to early 2020, Better Work Bangladesh maintained its core service provision to factories, while 
expanding the number of factories served. Regarding core services, an intrinsic element of the 
BW program design is to assist enterprises to identify their own key compliance issues and 
develop a roadmap for addressing them. The EAs are responsible to support a given factory over 
at least one cycle (one year) of advisory and assessment services, and coaching is tailored to the 
capacities of the workers and managers through the Participation Committees. 

BWB maintained its core services to subscriber factories during this period and individual-level 
tailoring within its advisory services, under which each factory develops its own improvement 
plan. Factory representatives met by the evaluation team found the program has been responsive 
to their compliance advisory needs, and that while they find that BWB has only partially fulfilled 
its promise concerning audit reduction, the costs of membership outweigh the benefits for some 

 

18 There are two types of buyer relationship with Better Work. “Buyer partners” pay an annual 
subscription and can play a part in BW policy, while “buyer participants” can purchase specific 
compliance data as required. 
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enterprises. Few respondents mentioned benefits to productivity of the learning from BWB 
training services, suggesting that BWB needs to do more to convince factories of the productivity 
and efficiency gains of improved compliance on many fronts, as well as from more skilled line 
supervisors. 

Response to enterprise needs in Covid-19 context. A major shift in service delivery was 
precipitated by the Covid-19 pandemic, which saw most factories cease operations for about a 
month during March-April 2020. From the perspective of flexibility and adaptation to needs, the 
evaluation learned that BWB reacted quickly with the production of health and safety guidelines 
for management. According to BW staff, they were in daily contact with the enterprises during 
the initial months of the pandemic and assessed the needs of the workers via a survey. Details 
were not available on the mode or results of the survey. BWB put a major effort into responding 
with guidance documents and training for management and workers on health and safety 
guidelines.  It developed virtual training courses on the management response to addressing 
prevention in the workplace. The effectiveness of BWB’s response to Covid-19 is discussed 
further in section 3.2.3. 

The ILO initiated the “Call to action in the global garment industry,” led by BW Global, convening 
global brands, unions, employers, TUs, employers’ organizations and governments to take steps 
to mitigate the effects on workers and the industry. This included encouraging buyers to maintain 
their orders and mobilizing financial resources to enable governments to provide loans to the 
manufacturers to help them pay their workers during the crisis.19 Export manufacturers in 
Bangladesh interviewed by the team expressed mixed views of BWB’s response, especially faced 
with major buyers dropping their orders from Bangladesh. Representatives of the Bangladesh 
Garment Manufacturers and Exporters Association (BGMEA) and the Bangladesh Knitwear 
Manufacturers and Exporters Association (BKMEA) were vocal in expressing the view that BW 
should have done more to influence buyers to honor their purchase commitments, both in the 
current evaluation interviews and in those of the RMGP II 2020 evaluation.  

 

 

 

Government representatives also opined that the ILO and donor governments of Europe and the 
United States should do more to influence global brands’ responsible business practices. 

These comments suggest that the employers are either unaware of BW’s efforts both globally and 
in Bangladesh to try to influence buyers’ practice, or are dissatisfied with the results of such 
efforts. As noted by BWB senior management, BWB advocated for more transparency and 
predictability of payments and orders with their buyer partners on the ground. However, this was 
difficult to do locally. BW Global worked together with BWB brand partners at corporate level to 
spur better purchasing practices in their supply chains, including pleas to buyers during the 
Covid-19 pandemic. Considering BWG and BWB’s efforts and the stakeholder comments, the 

 

19 https://www.ilo.org/global/topics/coronavirus/sectoral/WCMS_742343/lang--en/index.htm 

Export manufacturer: “Why are only manufacturers expected to follow 
responsible business practices?”  

BWB subscriber factory manager: “BW should put more pressure on the 
retailers.”  
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evaluation suggests that these efforts need to be better communicated by BWB to be more visible 
to the employers, subscriber factories, trade unions and government constituents. 

A further complaint voiced was that BWB should have modified its fee structure when factories 
were severely hit by the pandemic and the subsequent loss of orders, and that smaller, less 
resilient factories cannot afford to pay the fees under the pressure of closing down.  

Responding to workers’ needs and women’s priorities. The perceived effectiveness of BWB’s 
services from workers’ perspectives in meeting their needs and capacities is discussed in detail 
in section 3.2.2. In terms of effectively tailoring their services, EAs adjust their coaching to the 
issues that arise in individual factories and the capacities of the workers within factory-level TUs, 
Participation Committees (PCs) and Safety Committees (SCs). Evaluation interviews with male 
and female workers in BWB member factories revealed that workers find the program highly 
relevant to their interests, with regard to enabling them to better represent themselves and their 
concerns in meetings with management. The program has adapted its offerings to workers by 
piloting a number of sub-programs during the period, including training women as line 
supervisors through the collaboration with IFC (GEAR), Mothers@Work in partnership with 
UNICEF, and the GAP Inc. social dialogue initiative, as discussed further in section 3.2.2.   

Another area of worker needs that has come into sharp focus under the pandemic is the lack of 
garment workers’ social protection in the case of injury and sickness. Although BWB does not 
respond directly to this policy issue, as part of ILO’s integrated support to the RMG sector, ILO 
Bangladesh plans to support the Government to initiate a national Employment Injury Insurance 
scheme, to be piloted first in the RMG industry.   

Women workers’ needs. Based on BWB’s strategic emphasis in its second phase, as reflected in 
the strategy document for 2018 – 2021 and BWB Gender Strategy 2020 – 2022, the program has 
made significant efforts to address women workers’ working conditions, particularly with respect 
to maternity and reproductive health conditions, access to promotion from the line to supervisory 
positions, and promoting women’s voice in worker-management dialogue. From a program 
design perspective, the program has done this through a gender mainstreaming approach under 
which BWB makes efforts to include women and implements gender focused sub-programs. The 
initiatives introduced in collaboration with UNICEF, IFC and GAP Inc. are designed to respond to 
women workers’ needs.  

ILO’s regional publications on the impacts of the pandemic point to disproportionate effects on 
women workers in the sector, especially where they form the majority of the apparel workforce, 
but also individually where they have a greater burden of caregiving in the family.20  The extent 
of BWB’s responsiveness to women’s needs with the onset of the pandemic is discussed in section 
3.2.3, which discusses BWB’s efforts to mitigate the impact of Covid-19 on workers.  

Needs of brand partners. Brand partners interviewed by the evaluation team find that the 
program is highly relevant to their priorities and interests in providing a credible and 
comprehensive compliance service. The extent to which the program has adapted to meet buyers’ 

 

20 https://www.ilo.org/wcmsp5/groups/public/---asia/---ro-bangkok/---sro-
bangkok/documents/publication/wcms_760374.pdf 
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needs is difficult to assess based on the available interview material. As an indication of 
BWB/BWG’s readiness to tailor its approach to brands’ needs, at the time of writing BWB is in the 
process of aligning its compliance assessment tool with the assessment tool administered by the 
Social and Labor Convergence Program (SLCP). The SLCP is a recent initiative established by 
brands, suppliers and civil society which administers a Converged Assessment Framework (CAF) 
tool as a standardized compliance assessment. This framework is being adopted by many buyers 
in the interests of a coherent approach and reduced audit duplication.21 According to BWG senior 
personnel, BW supported the development of the SLCP tool, to make sure it applied ILO principles 
and standards and encouraged tripartite engagement. ILO’s feedback was agreed upon and BW 
has continued to support the industry to develop the new tool based on Better Work’s Compliance 
Assessment Tool (CAT). Through this approach, BW is asserting the primacy of law over the 
private codes of conduct of multinational enterprises and influencing the industry towards the 
application of FPRW in the sector, positioning national law and ILS at the center of corporate due 
diligence approaches to labor rights in the supply chain.22 BWB senior management observed one 
shortcoming of the CAF tool is that it relies on factories’ self-assessment and does not incorporate 
advisory and training services. Furthermore, it does not interpret national law and ILS, which is 
the mandate and added value of the BW approach. For this reason, BWB will incorporate this 
element of interpretation of national law and ILS in the SLCP tool utilized by BWB, to maintain 
BWB’s specificity in assessment.23 

Other than the core services, the program has introduced numerous additional capacity building 
interventions during the period to support the business development environment, e.g., business 
forums and seminars.  Further discussion of BWB’s adaptation to the organizational capacity and 
needs of its constituents is discussed in section 3.1.2 below. 

3.1.2 Institutional Partnership and Capacity Development Strategy 

 To what extent does the BWB program strategy take into account the partners and 
institutions that are likely to have influence over sustaining the desired outcomes after 
donor funding is withdrawn, and the willingness and capacity of the partners and 
institutions to do so? (Q.2) 

 Does BWB envision engagement with the Ready-Made-Garment Sustainability Council 
(RSC) to address issues around health and safety in factories? If so, how? (Q.3) 

BWB’s strategy towards engaging partners and institutions that have potential to influence long 
term improvements in compliance in the sector is embodied in its interventions grouped under 
the second strategic component. These include advocacy and capacity building interventions.  The 
vision put forward in BW strategy documents is to engage multiple government and industry 
partners and workers’ associations towards long term change in the culture of compliance, 

 

21 https://slconvergence.org/. The program implements a Converged Assessment Framework (CAF) that 
supports stakeholders’ efforts to improve working conditions in global garment supply chains. 
22 A BW global representative noted that upon evaluation of the data collected through use of this tool, 
BW would have access to and share the data across all relevant factories and countries, which could be 
used to inform evidence-based policy discussions and build the capacity of constituents in each country. 
23 https://betterwork.org/wp-content/uploads/2021/03/SLCP-FAQs.pdf 

https://slconvergence.org/
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government policy change and capacity among the respective partners. This is often termed the 
BW influencing agenda in BW Global and BWB strategic documents.  

Strategically, the program reach encompasses a comprehensive range of partners and 
institutions, each with a role in sustaining compliance in the sector. While the strategy takes into 
account all of the relevant institutions and partners, the willingness and capacity of the tripartite 
constituents to support BW’s agenda varies greatly.  

Although BWB’s institutional partnerships cannot be entirely separated from the ILO’s RMGP 
cluster partnerships and strategy, BWB does have its own governance structure representing the 
tripartite constituents relevant to the export garment sector. The Better Work Advisory 
Committee (BAC) is chaired by the Director General of the Ministry of Labor and Employment’s 
(MOLE) Department of Inspection of Factories and Establishments (DIFE) and includes 
representatives from the BGMEA, BKMEA and TUs.  The BAC is intended to guide the program 
and plays a potential role in its influencing agenda. The particular constituent representatives 
interviewed by the evaluation team did not provide definitive views about the role and value of 
the committee or their engagement in it.  However, the BAC meeting minutes reviewed by the 
evaluation team suggest that the constituent participants present at the meetings do participate 
actively. 

Although the BWB engages with the key institutions that are expected to have an influence over 
the long-term change in the industry, its success in doing so to-date appears to be mixed.  Based 
on the evaluation interviews and the RMGP II cluster evaluation findings, BWB is moderately 
successful in its engagement with DIFE, DOL and the Ministry of Commerce (MOC), especially 
when BWB is considered to be part of the ILO broadly. DOL, in particular, noted that there remains 
a significant gap in BWB engagement with the Department on matters of labor compliance, 
referring both to the institutional level and its expectation that BWB would engage on factory-
level cases involving industrial relations issues. For its part, BWB has not wanted to duplicate or 
add to initiatives already ongoing under the remit of other ILO projects, taking into account the 
absorption capacity of the constituents, and notes that engagement with DOL should be closely 
coordinated with the Social Dialogue and Industrial Relations (SDIR) project and as part of a 
unified ILO approach. On DOL’s expectation regarding BWB liaison with DOL on industrial 
relations cases such as PC formation and conciliation, this may represent a misunderstanding on 
the part of DOL about the BWB role, since BW itself does not act as a mediator, but guides the 
enterprises through their TUs or PCs to take up such issues with DOL if they cannot be resolved 
at the factory level. 

BWB, as well as ILO Bangladesh, has been providing capacity training to TUs through the 
Workers’ Resource Center. BWB also provided a study tour to employers’ representatives to learn 
about BW success as a business proposition from employers’ perspective in Vietnam.  However, 
representatives of several TU federations represented in the National Coordination Committee 
for Workers Education (NCCWE) and the Workers’ Resource Center do not perceive that BWB is 
firmly supporting the right to organize. While there is evidence to the contrary from the 
evaluation’s factory interviews, the TU representatives construe BWB’s effort as promoting PCs 
over TUs.  

Various informants pointed to a growing acceptance of BWB by the key employers’ organizations, 
which emerged in the evaluation interviews, but some representatives remain vocal in the view 
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that BWB represents brand interest more than employers’ interests. Better Work, globally and in 
Bangladesh, recognizes that employers’ organizations are key to influencing working conditions 
and ILS compliance across the sector. According to BWB staff, the program’s relationship with the 
export manufacturers has been improving over the past few years, from an initial lack of trust in 
the BW endeavor. According to BGMEA publications regarding its vision, it is increasingly 
interested in supporting women workers’ empowerment and green jobs.24 However, widespread 
support for the BWB endeavor did not emerge strongly through interviews with BGMEA and 
BKMEA representatives in the evaluation interviews and those of the cluster evaluation.  While 
some representatives were appreciative of the value of improving compliance, and of the 
program’s support to their members, BGMEA and BKMEA respondents to the evaluation perceive 
BWB as representing brand interests rather than their own, especially since the pandemic, noting, 
“The same brands that require members to join BW have not complied with their side of the 
contracts.” BKMEA representatives indicated that to a large extent audit duplication continues, 
serving buyer affiliates of BWB and non-affiliated brands. They indicated that enterprises have 
no choice but to join BWB if they wish to keep their buyer orders. 

The program has indeed strengthened its partnerships with the key European and US-based 
brands and retail chains, both globally and in Bangladesh, which is contributing to long-term 
impact beyond the immediate supplier subscribers.   

Engagement with the RSC.  The RMG Sustainability Council (RSC), launched in mid-2020 as the 
successor to the Accord, is a joint initiative of the Bangladesh apparel industry, global brands and 
TUs (international and local), with a board representing these three constituents.25 Its mandate 
is to play a key role in monitoring industrial safety in the factories and respond to anonymously 
submitted complaints regarding fire and safety standards.  Currently BWB maintains a link to this 
council through its brand affiliates who are members of the council. BWB staff explained that 
BWB has received some cases to investigate through brand members of the council that received 
complaints through the hotline.  

According to ILO staff, it is early in the development of the council for BWB to decide on the form 
its engagement may take. The current mandate and focus of the RSC is on fire and building safety, 
which are not central to BWB’s work, and additionally ongoing resourcing of the RSC is not 
assured. BWB senior managers indicated that if the RSC broadens its remit to address social and 
labor compliance, then BWB may engage with the council as part of its sustainability strategy.  

3.2 Effectiveness 

This section presents the evaluation findings with regard to BWB’s progress and achievement of 
targets, its effectiveness as viewed by factory employers, workers and brands, effectiveness of 
services under the Covid-19 onset, social dialogue and gender initiatives. 

 

24 On the occasion of International Women’s Day, March 8, 2021, the then president of BGMEA 
participated in an ILO webinar on women workers’ rights and access to promotion.   
25 The RSC is registered by the Office of the Registrar of Joint Stock Companies and Firms Bangladesh, as 
of May 20, 2021. 



18 

3.2.1 Implementation progress and achievement of targets  

• Has BWB ensured program services effectively reach the target numbers of beneficiary 
stakeholders such as workers, workers associations; brands, enterprise managers, 
employers’ organizations, government? (Q.8) 

Summary of Performance Indicators as of 2020. From a quantitative perspective, BWB sets 
performance targets, including stakeholder targets as well as other performance targets, in the 
context of its strategy for 2017-2022 within the RMGP II.26 BWB is additionally in the process of 
establishing indicators and targets specifically for the USDOL-funded activities under its USDOL 
gender intervention logframe, which may include target numbers of female participants reached 
with services.  

Table 5 shows BWB’s achievements on its performance indicator targets. Note that BWB’s impact 
on compliance with labor standards among participating factories is discussed in section 3.2.4. 

Table 5. Performance Achievements as of End of 2020 

Indicator Target Achievements against 
Targets (December 2020) 

Core service delivery model applied (RMGP II Output 5.1) 
No. of factories enrolled in BWB Dec 2020: 350 

Dec 2021:400 
Dec 2020: 277 (79% of target) 
Mar 2021:274 (68% of target) 

No. of compliance assessment reports 
completed in the period 

Dec 2020: 570 Dec 2020: 587 (115% of 
target) 

Number of workers impacted by the 
program 

Dec 2019: 500,000 
Dec 2020: 700,000 
 

Dec 2019: 560,655 (112% of 
target) 
Dec 2020: 692,763 (99% of 
target) 

Women as % of participation committee 
members  

Dec 2019: 40%  
Dec 2020: 45% 

Dec 2019: 44% 
Dec 2020: 46% 

Women as % of supervisory training 
participants  

Dec 2019: 65% 
Dec 2020: 70% 

Dec 2019: 40% 
Dec 2020: 86% 

Engaging stakeholders to contribute to responsible business practices (RMGP II Output 5.2) 
No. of brand/buyer partners Oct 2019: 25 

Dec 2020: 28  
Oct 2019: 25  
Dec 2020: 27   
(28 as of May 2021) 

No. master trainers trained through RMGP 
learning hub (DOL, employers’ 
organizations, workers’ organizations)  

No target 
established 

192 (58 women, 134 men) 

 

Core Services Coverage. BWB aims to reach a critical mass of apparel enterprises with its core 
advisory, assessment and training services in order to improve compliance in a significant 
number of factories. Apart from raising the standards in these factories, the BW member factories 
are intended to serve as a model of good labor practice for the export garment sector as a whole. 
The program set its target number of subscriber factories at 400 for the end of 2021. In its first 

 

26 Annex 5. Better Work Bangladesh Stage II Logframe and Performance Plan (2017-2022) 
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phase, BWB reached around 120 member factories. As reported in TPRs and by program 
managers, the program’s reach expanded rapidly during 2017 to 2020, particularly from 2018, 
reaching 277 factories in December 2020, around 80% of its target for the period (RMGP II 
reporting). BWB managers estimate that 350 factories will be enrolled by the end of 2021, 
approaching the target for the year. BWB staff attributed the expansion to its successful efforts to 
engage buyers to persuade their suppliers to join the program.  

Factory enrollment in BWB is largely a function of buyer advocacy or requirement. Some Better 
Work buyer partners require their apparel suppliers to subscribe to BWB, while others 
recommend it. According to BWG and BWB current and former managers, the program struggled 
to attract buyers and enroll factories during its first phase due to brands’ lack of trust in the 
industry and their effort to manage their own compliance needs in the wake of the Rana Plaza 
catastrophe.  According to BWB and brand partner viewpoints, BWB and BWG engaged closely 
with the brands and the industry organizations to promote the benefits of BWB affiliation, and at 
the same time, the Accord and Alliance processes settled some of the concern regarding 
management of industrial safety. As a result, BWB now has 28 buyers affiliated with the program, 
meeting its 2021 target, including major retailers such as H&M, Philips Van Heusen, Target, 
Primark, Marks & Spencer. Brand representatives, as well as BWB and BWG representatives 
interviewed by the evaluation, attribute this increase to the growing level of trust established 
among the buyers and manufacturers and appreciation of the program’s added value compared 
with audit services that deliver compliance assessments only, without assisting the subscribers 
toward improvement.  

Both BWG and BWB managers note that their strategy is not to expand too rapidly, nor to expand 
without limit, as the intention is to support quality improvements in labor compliance within a 
significant pocket of the industry, and to manage the expansion within its resources. Factory 
enrolment demand increased in 2021, but the program could not immediately meet the demand 
with its available staffing. The issue of BWB’s scale and impact is discussed further in section 3.4. 

BWB reached almost 700,000 workers at the end of 2020, which is on target for the year. Women 
workers represented 55% of the participating factory workforce. Women also represented 86% 
of supervisory training participants, exceeding the target of 70% for the end of 2020.  

Representatives of employers’ organizations shed light on the reasons some enterprises do not 
join BWB, including the perception that the costs of subscription outweigh the benefits in terms 
of orders, the view that audit costs are not significantly reduced, and the objection that BWB 
requires factories to reach standards that are more stringent than Bangladesh’s labor laws.  The 
qualitative effectiveness of core services and effectiveness of BWB capacity building services and 
perceptions of the stakeholders are discussed in section 3.2.2.  

Reach to government, employers’ and workers’ associations. The program does not yet have 
quantitative targets for constituent stakeholders to be trained as part of its policy and capacity 
building agenda. In the program’s workplan for 2017 – 2021, BWB plans to provide information 
and capacity building services to government ministries, in particular the Department of 
Inspection of Factories and Enterprises (DIFE) within the MOLE, with the objective of engaging 
stakeholders to contribute to responsible business practices. Capacity building is delivered 
through both BWB-specific and wider RMGP and ILO Bangladesh capacity building efforts. These 
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include training for DIFE inspectors on gender in the workplace and sexual harassment and 
liaising with DIFE on individual compliance cases arising in BWB participating factories.  

In 2020, BWB enhanced its services to the tripartite constituents through establishing a Learning 
Hub which offers training on Covid-19 response and on human resource (HR) management and 
productivity topics.  Between July 2020 and March 2021, five Training of Trainers courses have 
been provided, reaching 192 participants from BGMEA, BKMEA, Bangladesh Employers’ 
Federation, TUs and MOLE. BWB/RMGPII plans to expand the initiative to encompass a wider 
range of labor compliance themes. BWB plans to further identify the capacity building needs of 
constituents and set target numbers through a Learning Hub needs assessment planned for 2021. 

3.2.2 Perceptions of Employers, Workers, and Brands of BWB Services  

• What are the perceptions of workers, employers, and brands regarding the effectiveness 
of BWB services, particularly the effectiveness of the services since the onset of the 
COVID-19 pandemic?  Do these perceptions differ by gender?  (Q.4a)27 

• To what extent have BWB’s factory compliance assessments, remediation assistance, and 
monitoring, and the publication of compliance reports been delivered in a timely and 
effective manner? (Q.9a) 

Employers. Most of the factory management representatives interviewed by the evaluation team 
joined BWB because their buyers made it a requirement of their suppliers. There are mixed views 
on the extent to which audit reduction has come to fruition as a result of BW membership. Some 
factories reported that third party audits by brands have reduced. For example, in the past all 
brands conducted their own audits, whereas now BW covers the compliance assessment 
requirements of multiple brands. One factory manager commented that there is a financial benefit 
of the reduced audits since BW covers the compliance requirements of several buyers at a time. 
Other factory managers and employers’ organizations responded that audits have not 
significantly reduced, partly because non-BW buyers require audits and because some BW buyer 
partners still require additional audits for compliance aspects not included in Better Work’s 
scope, such as environmental standards.  

Employers expressed mixed perceptions on the effectiveness of the services. The strongest 
positive perceptions among managers emerged regarding the advisory and training services. 
Their perceptions are positive regarding training and advisory support services, such as the 
supervisor training, health and safety training, and guidance on support for women workers. 
However, the enterprise managers are generally critical of the compliance services for a number 
of reasons. Several factory employers responded that they feel the compliance assessments are 
unfair or inflexible. For example, one factory extended a building with a shaded area for workers, 
without obtaining DIFE permission, which BW reported as a critical issue in the compliance 
report, while the managers argued that it was done to improve working conditions, expressing 

 

27 The evaluation was able to determine the specific perceptions of women workers regarding services 
(see section 3.2.5) and the perceptions of workers generally, but did not identify differences in 
perceptions by gender. Gender differences among employers and brand representatives were not 
discernible.   
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the view: “emergency necessity and DIFE permission are two separate things.”28 Others objected to 
the BWB compliance requirements that go beyond the requirements of Bangladesh labor law. The 
fact that non-compliance from earlier years is still showing in the (internal) Portal was also cause 
for complaint. One manager put it: “BW should behave like a partner, but they are working as a 
third party.”  

Workers. Participants in worker discussions were highly favorable towards BWB’s contributions 
to improving their conditions, across a wide range of dimensions, including wages and payment, 
working hours, maternity provisions, organization of participation committees and their 
awareness on national labor laws and ILS. As expressed eloquently by some of the workers: 

 

 

 

 

 

Women workers expressed their appreciation of the changes initiated in breastfeeding facilities, 
rest breaks and daycare for children, as discussed further in section 3.2.5, which addresses BWB’s 
gender mainstreaming and gender-specific initiatives. 

Overall, workers expressed a high level of trust in the EAs and their counselling. Few negative 
comments were raised by workers, but they would prefer to have more in-person visits from the 
EAs as occurred prior to the pandemic.  

Brand Partners.  The evaluation team interviewed three brand partners, each of whom have 
been involved with BW since its inception in Bangladesh. The evaluation also drew perceptions 
from one brand interview conducted by the RMG cluster evaluation. Predominantly, the brand 
partners highly value the comprehensive compliance assessment and advisory services provided 
by BWB, particularly the holistic approach of BW which they characterize as more comprehensive 
than a traditional audit, with its attention to addressing root causes of non-compliance through a 
continuous improvement process. Regarding audit duplication, some brands continue to require 
their own audits, while others have now made BWB their sole social and labor compliance service. 
One buyer emphasized the necessity for BWB to integrate the SLCP tool in compliance 
assessments to ensure convergence with the industry approach, as is currently underway. 

As discussed below, brand representatives identified some gaps since the onset of the Covid-19 
pandemic, particularly related to the timeliness of reports, though they did understand that it 
took several months for BWB to adjust and come up with a realistic virtual alternative to the 
assessment.  

 

28 USDOL observers noted that the DIFE building certification permissions system is slow and 
dysfunctional, which may explain enterprises acting without seeking permission. 

Workers’ perceptions: 

“Before BW we faced problems with our wages and payments. Now they pay our 
wages within 7 working days.” 

“We got all these benefits from BW. I am not able to express all my feelings.”  

“Now we can go to the washroom when we need, which wasn’t the situation 
before” (female worker) 
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3.2.3 Effectiveness of BWB Response to COVID-19 Pandemic 

• How has BWB responded to the changes in the implementation context? Specifically, how 
has BWB responded to the opportunities and constraints generated in the garment sector 
by the COVID-19 pandemic?  To what extent is BWB working with factories and/or brands 
to mitigate the impact of COVID-19 on workers, particularly on women workers, who 
have been disproportionately affected by the pandemic? (Q.5) 

The Covid-19 pandemic hit the apparel sector in Bangladesh very hard, with many brands 
dropping their existing orders with suppliers, even for goods awaiting shipment.  Financial losses 
for the suppliers were massive. Many factories faced closure and others laid off large numbers of 
workers. As discussed earlier, BWB was part of the ILO’s global “Call to Action” to protect workers 
from the impact of Covid-19 on their health and safety and livelihoods.29  

Following the surge of the Covid-19 pandemic in March 2020, BWB made significant efforts to 
produce guidelines for factories to introduce management systems and preventive measures to 
mitigate the effects of the pandemic in the workplace. These included OSH guidance: the “Covid-
19 Management Guidance with self-assessment checklist for RMG factories in Bangladesh,” HR 
guidance and industrial relations guidance. Advisory support also included virtual training on 
social distancing and the use of personal protective equipment. 

During the first months following the outbreak, advisory and compliance services were disrupted 
while the program reoriented its services. BWB was able to convert its delivery of advisory and 
training services to virtual methods a month after the outbreak in Bangladesh, after factories re-
opened after the ‘general holiday’ declared by the Government. It took several months to design 
from scratch a realistic virtual alternative for assessment – the Virtual Compliance Check, which 
was launched in September 2020 – adhering to ILO Bangladesh and Government safety guidance.  
The methodology involves the use of mobile phone cameras and workers and managers as part 
of the advisory and assessment processes. 

Brand partners affirmed that BWB’s adaptation to maintain its service delivery was effective 
overall, but took a couple of months to be embedded. This was generally understood by buyers 
given that the situation was so unprecedented. One buyer representative noted, however, that 
BWB is still facing a backlog of compliance assessments.  

BWB team leaders observed that the Covid-19 situation slowed service delivery but also provided 
the opportunity to unpack virtual means of providing services that were already being piloted 
prior to the outbreak.  EAs responding to the evaluation survey found the process difficult at first 
but noted that the process now works smoothly, apart from occasional challenges of connectivity.  
They noted that factory managers and workers have become comfortable with the technology 
and that both advisory and compliance services could be handled virtually, once the logistics were 
in place. 

 

29 2020 Call to action: https://www.ilo.org/wcmsp5/groups/public/---ed_dialogue/---
dialogue/documents/statement/wcms_742371.pdf;  Call to Action update 2021. 
https://www.ilo.org/wcmsp5/groups/public/---ed_dialogue/---
dialogue/documents/statement/wcms_770353.pdf 

https://www.ilo.org/wcmsp5/groups/public/---ed_dialogue/---dialogue/documents/statement/wcms_742371.pdf
https://www.ilo.org/wcmsp5/groups/public/---ed_dialogue/---dialogue/documents/statement/wcms_742371.pdf
https://www.ilo.org/wcmsp5/groups/public/---ed_dialogue/---dialogue/documents/statement/wcms_770353.pdf
https://www.ilo.org/wcmsp5/groups/public/---ed_dialogue/---dialogue/documents/statement/wcms_770353.pdf
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Overall, BWB’s experience responding to the pandemic has demonstrated that much of the 
advisory services can be conducted virtually, but that some in-person delivery should remain, 
especially for compliance checks. The stakeholders (employers, workers, brands) expressed 
mixed perceptions regarding the effectiveness of virtual services. All stakeholders tend to be 
satisfied with the virtual advisory services. Workers themselves have been highly satisfied with 
the BWB guidance provided and the effectiveness of the virtual advisory sessions, though some 
workers interviewed would prefer in-person visits once Covid-19 conditions allow. Brand 
representatives were less satisfied with virtual compliance checks, noting that these may not 
meet their stringent standards for assessing compliance. The brand representatives had mixed 
views of the effectiveness of the service since the onset of the pandemic. While representatives 
expressed that they are satisfied with the advisory services, one of the three brand 
representatives interviewed did not consider the virtual compliance assessment as a full 
assessment and is keen to see a return to in-person compliance checks. 

BW Global plans to conduct an assessment of virtual approaches across the country programs, 
which will presumably help to guide BWB’s future delivery mode.   

Some employer representatives indicated that BWB should have been more flexible in its 
assessments during the pandemic, for example regarding the application of retrenchment 
benefits according to the law. The representative argued that legally required amounts should 
have been waived given that enterprises faced closure. The evaluator’s view is that the workers 
should not shoulder this burden to offset impacts on business, and supports BWB’s approach.  A 
further criticism voiced by employers’ organizations and by manufacturers was that the 
subscription fees should have been reduced or waived during the crisis. BWB staff explained that 
they considered adjusting the pricing, but decided to keep it the same, based on company size, 
which has remained unchanged since 2017. 

In recent publications, the ILO/BW has highlighted the potential gendered impacts of Covid-19, 
including women’s amplified care burden, vulnerability to job loss and the risk of increased 
gender-based violence. The evaluation did not learn directly of such impacts through its 
interviews with women workers, although some women noted that the factory closed 
breastfeeding corners and childcare facilities for Covid-19 safety reasons and discouraged 
women from bringing young children to the factory.30 

With the onset of the pandemic, BWB reported that it took some specific actions for women, or 
measures as part of the general commitment to workers’ rights and welfare, that responded to 
women’s workers’ needs, such as: 

• Developing and disseminating guidelines on Employment and Wages Protection 
(benefiting all workers); 

• Special guidance provided to women workers and factory management regarding 
breastfeeding and Covid-19 within the M@W initiative factories; and 

• Working with a network of promoted GEAR supervisors to raise awareness about Covid-
19 in the community. 

 

30 https://www.ilo.org/asia/publications/WCMS_760374/lang--en/index.htm 
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However, the evaluation team considered that a specific needs-assessment should have been 
undertaken to investigate the effects of the pandemic on women and potentially facilitate other 
assistance to women in coping with the impacts on their work or home lives.  

3.2.4 Effectiveness of Support to Social Dialogue Mechanisms 

• How has BWB supported participation committees and unions to represent workers 
(especially women) or to establish an effective social dialogue mechanism in Better Work 
member factories? To what extent have workers and worker organizations been 
empowered as a result of BWB activities? (Q.7a) 

• Have BWB activities contributed to establishing a complaints mechanism for workers to 
confidentially report fire, building safety, and worker rights violations? How do factory-
level respondents describe the handling of workplace safety complaints, including 
COVID_19 related complaints? (Q.17) 

As part of BWB’s advisory services, a key element is to promote improved manager/worker 
dialogue by promoting the establishment of freely elected and active Participation Committees, 
with equitable participation by women. Establishment of PCs is mandatory under the Bangladesh 
Labor Act for all factories with more than 50 workers, where there is no TU. The PCs are 
registered under the DOL. Based on BWB reporting, since the program inception until December 
2020, BWB facilitated the formation of 193 PCs and 162 Safety Committees. Of the elected 2,231 
PC representatives, BWB reported that 45% were women. During the Covid-19 restrictions, BWB 
reported that registrations of new PCs slowed down. 

Among the eight factories visited, workers that were interviewed in the six factories with PCs 
(two of the factories visited by the evaluation team had TUs and no PC) attested to the 
effectiveness of BWB’s training for PCs:  

 

 

 

 

 

 

 

FGD participants provided numerous examples of issues that have been solved through dialogue, 
including water supply, soap in the washroom, and permission to go to the washroom. The 
workers also noted that complaint mechanisms have improved as a result of BWB advice to the 
PC. For example, a complaint box has been placed in the washroom and anyone can make a 
complaint anonymously. 

Worker comments: 

“We joined the PC through an election. We were unable to talk with management 
like this before. Now we can do this after BWB’s arrival. After BWB’s arrival the 
workplace became a better place for workers. Now we can raise our voice and 
talk about our problems through the PC and also directly to our line supervisors 
and managers sometimes.” 

“The EAs covered the full labor law.”   

“Now problems are being solved instantly. Management does listen to us and we 
are well aware of the labor law and our own rights and responsibilities. BWB 
provided much training to PC on the labor law.” 
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Several worker FGDs noted that bullying and pressure to work longer hours to fulfill targets has 
now been eliminated. A shortcoming was noted in one factory, however, that during the lockdown 
when the factory was closed, no one from BWB called the PC to find out about their condition 
during lockdown. 

Regarding BWB’s support to TU election and functioning, most of the factories visited did not 
have a TU, but one group of workers highlighted that BWB helped support the bridge between 
the TU and management and provided training on the law regarding TU formation:31  

 

They noted that after the TU was formed, they also formed a SC according to the law. The factory 
representatives noted that the SC identifies any issues such as health risks and safety conditions 
(e.g., is the workplace safe and healthy, are the workers getting sufficient personal protective 
equipment, are they using it) and discusses how to address any gaps. The SCs monitor conditions 
such as the safety and hygiene of washrooms and toilets and the provision of cold beverages for 
workers who do the ironing.   

In another factory with a TU, the workers noted that BWB helped them to establish a TU office, 
and that they also motivate their members to fulfill their side of the work agreement: “We have to 
work on our job properly. BWB explained that to us clearly and that also improved our relations 
with the management.” 

As made clear by BWG and BWB managers, it is beyond BWB’s mandate to promote TU formation. 
Towards the capacity of TUs to represent their members at factory level, BWB links TU field 
officers with the factory leaders, according to the BWB 2019 Annual Report. The evaluation was 
not able to determine what proportion of participating factories have TUs, but comments from 
senior BWB staff indicate that the rate is low.  Regarding the reasons for the low rate of TU 
formation (both among BW participating factories and across the sector), there may be more or 
less subtle influences by management who prefer PCs to Tus, which they perceive may be more 
confrontational. There is insufficient evidence to explore these factors based on the interviews 
and documents available, but the question warrants investigation beyond BWB. The project’s 
impact on FOACB compliance is discussed in section 3.2.2. 

In addition to facilitating PCs and providing advice towards TU functioning, with funding from 
GAP Inc., BWB collaborated with the ILO SDIR project to implement the “Strengthening Social 
Dialogue in GAP factories in Bangladesh” program.  Based on BWB reports, the capacity building 
program has involved 44 GAP Inc. suppliers and begun training on a variety of topics which 

 

31 Under the current Bangladesh Labor Act, consent of 20% of workers in an enterprise is required to 
register a trade union at factory level.  

Worker comment: “We formed the TU according to the law, collecting 30% of 
workers’ consent for the TU establishment and then submitted our application to 
the ministry through the federation.”   

 

Worker comment: “BWB taught us how to make a complaint and how to generate 
a dialogue with management.”    
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include FOACB, ILS, human resource management, communications and negotiation techniques, 
as well as national labor laws. 

3.2.5 Effectiveness of Gender Mainstreaming and Gender Initiatives 

• Has the increase in female supervisors been an effective strategy to reduce sexual 
harassment in the workplace? (Q.4b) 

• To what extent have workers and worker organizations been empowered as a result of 
BWB activities (particularly women workers and female union representatives)? (Q.7b) 

The program embeds women workers’ rights across its factory services by providing assessment 
and advisory services on compliance with national laws on women’s working conditions, such as 
maternity leave requirements, breastfeeding breaks and ILS on discrimination. BWB has also 
been working in collaboration with other international development agencies, including CARE 
International, to support the implementation of a recent national regulation requiring sexual 
harassment prevention committees. In several of the evaluation’s factory visits, the national 
evaluator heard that these committees are functioning. The program as a whole promotes 
women’s participation and voice within the PCs and SCs, and tracks progress on women’s 
participation in the committees, which reached 44% of PC members in 2020.  

In collaboration with IFC, BWB introduced the Gender Equality and Returns initiative, which aims 
to support women’s career advancement from operator lines to middle-management as line 
supervisors. Since 2016, it has been delivered in around 60 factories (including factories from the 
pilot, see below). GEAR comprises a ten-day course, providing a mix of hard skills on productivity 
(six days) provided by IFC industrial engineer trainers, and four days on soft skills provided by 
IFC soft skills trainers and BWB trainers, including topics on leadership, management and gender 
roles. GEAR also trains factory managers on how to identify, support, promote and retain female 
talent. GEAR started as a pilot incubated by IFC in 2016-2017, known as the “Work Progression 
and Productivity Toolkit.”   

 

 

An Oxford University study of the pilot completed in 2018 found that the training had 
demonstrated effectiveness in increasing the percentage of women supervisors, which is 
traditionally very low in Bangladesh factories, and in advancing women individually. It also found 
demonstrated productivity benefits. The report cited the following improvements: 32 

 

32 University of Oxford. Cutting through the Cloth Ceiling. Assessing how IFC’s Work-Progression & 
Productivity Toolkit helps female workers achieve promotion and boost productivity in Bangladesh’s 
ready-made garment factories. IFC. 2018. 

GEAR participants interviewed by the evaluation team affirmed that they could 
not have achieved their promotion without the GEAR training. 
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According to Washington D.C. and Bangladesh-based IFC staff, there is a strong demand from 
brand partners to expand the training throughout their suppliers, as well as demand from 
factories to train men and women aspiring to be supervisors with a similar approach. By 2022, 
BWB plans to mainstream the program within its core supervisor skills training. The IFC GEAR 
team in Bangladesh worked from July to September 2020 to adapt the training for virtual delivery 
and tested it in four GEAR factories. Since it worked well in terms of attendance, 
engagement/interactivity and test results, GEAR is now being delivered virtually. Trainees attend 
the training from their factory, where they sit together in one room. One person from the factory 
helps on-site as local facilitator while the IFC trainers deliver the training remotely via video 
conference. 

The success of GEAR in Bangladesh also prompted interest from Better Work Vietnam (BWV), 
and Bangladesh IFC staff were requested to provide guidance on the program to BWV officers 
where the program has been adapted throughout 2019-2020. GEAR is now being offered as a 
training by Better Work Vietnam. 

The present evaluation did not find specific evidence on the impact of increasing the numbers of 
female supervisors on sexual harassment in the workplace, but this impact has been suggested in 
Better Work research in a number of countries where similar approaches are applied.33 However, 
as noted in the discussion on BWB impacts, several women among factory discussion groups 
noted that the complaint box system has enabled them to raise issues of sexual harassment and 
bullying issues anonymously. 

BWB’s partnership with UNICEF to introduce the Mothers@Work program in 105 factories to 
date has also been instrumental in improving participating factories’ breastfeeding facilities, 
childcare facilities and knowledge of healthy maternal/child nutrition in the target factories. 
Factory workers and managers interviewed by the evaluation team viewed the program very 
favorably, and noted many tangible improvements to facilities and conditions for young working 
mothers, including breastfeeding breaks and on-site childcare centers. As noted in the RMGP II 
evaluation, widespread non-compliance persists in the provision of paid maternity leave as well 
as discriminatory practices that require working mothers to return to the lowest level jobs when 
they return to work. 

 

33 https://betterwork.org/portfolio/discussion-paper-30-an-impact-evaluation-of-better-work-from-a-
gender-perspective/ 

• Lines led by GEAR-trained females experienced an average 5% increase in 
efficiency. 

• GEAR-promoted women supervisors saw on average a 39% salary 
increase. 

• The average percentage of female supervisors rose from 7% to 15% in 28 
participating factories. 
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3.3 Impact Orientation 

This section discusses BWB’s emerging impacts and challenges to achieving impact, responding 
to the following questions:  

• To what extent has communication between factory managers and workers, and between 
suppliers and buyers been impacted by the BWB program? (Q15) 

• What has been the impact of BWB's activities on stakeholders’ understanding and 
practices related to workers’ rights?  (Q16) 

• Have BWB activities contributed to establishing a complaints mechanism for workers to 
confidentially report fire, building safety and worker rights violations? How do factory-
level respondents describe the handling of workplace safety complaints, including Covid-
19 related complaints? (Q17)34  

• How has factory-level data produced by the project been utilized in mobilizing 
stakeholders to change policies and practices?  What challenges or opportunities are 
there for increasing the transparency and utility of the compliance data collected by BWB?  
(Q10) 

3.3.1 Emerging impacts 

Worker complaint mechanisms. As noted earlier in this report, qualitative reports from BWB 
factory workers and managers point to significant gains in workers’ ability to make anonymous 
complaints regarding working conditions, safety issues and their ability to engage effectively in 
social dialogue through PCs or TUs. These can partly be attributed to BWB’s advisory and 
compliance support, as well to as efforts channeled through the industry-led Accord hotline, 
replaced by the RSC complaints hotline, which includes complaints on fire and safety issues as 
well as on freedom of association as it relates to building safety. 

Compliance impacts and use of compliance data. BWB compliance reports as well as BWB staff 
testimony confirm that compliance with ILS and national laws show improvements in some key 
compliance areas, including wage payments, wage information, welfare facilities and working 
time.35 Persistent high levels of non-compliance are reported in some areas such as OSH 
standards. The kinds of OSH issues found were lack of emergency exits and escape routes (36%) 
and absence of a well- functioning fire detection and alarm system (39%). 36 Both the aggregate 
compliance reports and BWB staff report that non-compliance generally reduces among factories 
with mature program membership. OSH improvements over three cycles were reported in the 
storage of chemicals (decreased from 75% to 41% non-compliance) and inventory of hazardous 
substances (decreased from 75% to 42%). 85% of factories in the assessment survey were non-
compliant with the requirement for a functional Safety Committee. According to the RMGP II 
evaluation survey of EAs, areas with the most improvements were awareness of national labor 

 

34 This question is addressed in section 3.2.2 concerning worker’s perceptions of the effectiveness of the 
program, and it therefore briefly discussed in this section. The evaluation did not obtain responses on 
handling of specific complaints related to Covid-19.  
35 Better Work. An industry and Compliance Review Bangladesh June 2015-December 2018.  
36 Better Work Bangladesh 2019 Annual Report. 
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laws and ILS, management awareness of the importance of compliance, and strengthened 
presence and capacity of PCs. Factory managers surveyed (154) perceived improvements in 
numerous areas, including increased engagement of PCs and SCs (88%), increased respect for 
OSH norms (86%), and more.  

The compliance synthesis reports are used to inform stakeholders and the public about the areas 
of improvement in compliance and lack of progress across all participating factories. Individual 
factory compliance data are published through the Star Portal that buyers and participating 
factories can access, and not yet through the public Transparency Portal.37 The Star Portal reports 
provide a stronger incentive for suppliers to perform well, though there is some dissatisfaction 
from factories on former records remaining on the portal.  The evaluation did not find any 
evidence on the extent to which government and social partners are using BWB’s compliance 
data. Though BWB publishes aggregate compliance trends on its website, the discussion of 
compliance trends within its admittedly small portion of the sector may be useful for BW/ILO to 
raise in policy discussion. 

3.3.2 Gaps and Challenges  

Persistent areas of poor compliance. BWB’s 2019 Annual Report highlights areas of 
improvement, but also persistent areas where most factories are non-compliant. These were 
social security benefits (85%), OSH management systems (99%), overtime payments (96%), and 
wage information and deductions (58%). These figures indicate that there is considerable room 
to improve adherence with Bangladesh labor laws in BWB factories.38 

Practices related to workers’ rights.  The BWB Industry and Compliance Review (2015-2018) 
found that few factories were non-compliant on freedom of association questions, including 
union registration (1%) interference (1%) and union operations questions (seven factories or 
4% of those reviewed).39   The report also notes limitations in the assessment process, such as 
challenges for BWB in assessing compliance due to under-reporting of sensitive issues. Individual 
cases of non-compliance in freedom of association cited in the report related to managers 
influencing workers to join a TU, and not permitting the TU representative to establish an office. 
Collective bargaining remains an area of relatively poor compliance. For example, the 2015-2018 
compliance review reported that 29% of the factories were non-compliant on points such as 
consultation with workers on paid national holidays. The 2019 Annual report found 32% of the 
sample non-compliant on the collective bargaining questions, including failing to consult worker 
representatives when legally required.   

While BWB advisors explain the laws on TU formation and functioning to workers and managers 
in member factories, TU federation representatives interviewed by the evaluation team voiced 
their experience that many unions and their members suffer management interference, 

 

37 https://portal.betterwork.org/transparency 
38 A factory is assessed as non-compliant if it is non-compliant on one of the questions in a given 
compliance cluster. 
39 Op Cit. p.14 

https://portal.betterwork.org/transparency
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discrimination, or are controlled by management. The evaluation team’s discussions with factory 
managers also revealed some unfavorable attitudes to TU formation in their factories: 

 

 

 

Such negative attitudes may influence union formation in a factory, but unless translated into 
behavior, would presumably not qualify as non-compliance. To respond to the challenges in this 
area, BWB has collaborated with the ILO’s ongoing SDIR project that works toward improved 
social dialogue and industrial relations and greater impact on the sector. As observed earlier in 
the report, the GOB is currently responding to complaints on FOACB gaps to the ILO Committee 
of Experts on the Application of Conventions and Recommendations. 

Dialogue between suppliers and brands. BWB holds various industry events, bringing together 
buyers and suppliers to discuss sustainability of the industry as well as working conditions. The 
RMGP II evaluation also noted that several factory managers highlighted that BWB had facilitated 
productive dialogue with the buyers on individual compliance issues. 

At the global level, and also in Bangladesh, BW has been advocating with global buyers on the 
need for more responsible purchasing practices, brought into sharp relief by Covid-19’s impact 
on the sector. This advocacy has been less visible to employer stakeholders at the country level, 
however. While BWB staff indicated that the program has communicated with buyers to persuade 
them not to cancel orders during Covid-19, as noted by BWB senior personnel, it is more difficult 
to influence the buyers locally. The evaluation heard from employers and their representatives 
that BWB could do more to influence purchasing practices, capitalizing on BW’s relationship with 
the buyers.  The evaluators concluded that the efforts of ILO and BW need to continue and to be 
communicated more effectively with manufacturers. 

3.4 Sustainability 

In this section, the evaluation considers BWB’s strategy toward sustainability, the progress 
toward sustaining Better Work’s desired outcomes beyond ILO support and withdrawal of donor 
funding (Q.19), and the risks and opportunities affecting the sustainability of BWB’s outcomes, 
including those generated by the Covid-19 pandemic (Q.20). The evaluation also assesses 
whether the program is tracking useful sustainability indicators for medium-term, long-term 
outcomes or impacts (Q.18). 

3.4.1 BWB Strategy for Sustainability  

As expressed by BW Global, Bangladesh Country Office and project staff, as well as in strategic 
documents such as the BWB strategy for 2018-2021, BWB’s sustainability approach in this phase 
has shifted from an emphasis on achieving financial sustainability to focus on achieving increased 
scale and sustainability of impacts. BWB aims to do this by developing capacity among national 
institutions, including government and the social partners as well as the international buyers, to 
support compliance with labor standards. In the long term this would see the transfer of different 

Factory management comment: “In our country TUs are not formed with 
international standards. So far as we know, companies with TUs go downwards. 
After election, they want a separate room for themselves, then they focus on their 
TU work. It impacts all workers, the whole country.”  
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BWB functions to national constituents and increased responsibility for compliance within the 
industry itself, among both buyers and suppliers. As noted by BWG managers, BW takes different 
approaches to sustainability in different countries, depending on factors such as the motivation 
and political will of the constituents (national government authorities, TUs and employers’ 
federations) and their capacities. Based on BW staff interviews, the evaluation team learned that 
BW as a whole shares and discusses country-specific approaches and lessons regarding strategies 
for engaging with and supporting the capacity of national counterparts.40   

Likewise, ILO Bangladesh and BWB senior managers describe BWB’s sustainability vision as the 
gradual transition of responsibility and capacity for guiding industry compliance with labor 
standards and national laws to government authorities. At the same time, the evolving strategy 
of the Bangladesh CO is toward a “One ILO” approach, where BWB plays a crucial role, along with 
the other projects of the RMG cluster and wider ILO programs, towards building the capacity of 
the government, in particular DOL and DIFE, to enforce national labor standards and promote 
observance of ILS.   

The BWB program aims to sustain a shift in the garment export industry as a whole in order to 
bring about improved wages and conditions, health and safety and FOACB rights for workers in 
the sector. The desired results include the capacity of government, employers’ and workers’ 
organizations to monitor and enforce labor standards and sustained labor standards compliance 
in BWB member factories and beyond, improve social dialogue, and improve advancement 
opportunities for women workers.  

For BWB’s factory-facing component, sustainability is envisioned as the increased and sustained 
commitment and capacity of the enterprises themselves to internalize and operationalize a 
culture of decent work standards.  For long term change to be maintained beyond ILO support, 
functions that ILO provides also need to be taken up by other entities – government, brands, 
employers, unions. BWB/G staff explain that it is too early to contemplate ILO/BWB’s exit and 
that the program is seen as a long-term endeavor extending at least another ten years. However, 
the pathway toward sustainability has not been clearly explicated by BWB in a comprehensive 
sustainability document. It is challenging to formulate a strategy when many elements of the 
national and international context are shifting, but the evaluator proposes that it would be 
valuable to map a course toward sustainability for the next ten years and monitor progress. This 
mapping could include identifying ownership, capacity and practice milestone targets for each of 
the constituents that could be monitored through changes in practices following participation in 
master training through the Learning Hub.  

3.4.2 Progress toward Sustainability and Mediating Factors 

• According to stakeholders what are the outcomes or outputs that should be sustained? 
What is the likelihood that these will be sustained after funding is withdrawn (ILAB 
learning priority question 6) 

 

40 In Jordan, for example, a BW unit is embedded within the labor inspectorate, and labor inspectors are 
inducted along with BW staff to carry out advisory and compliance services.  
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• Are there any risks or opportunities that are likely to limit or facilitate the sustainability 
(technical, financial, economic, social, institutional, and environmental) of project results? 
In particular, what are the challenges and opportunities arising in the context of the 
COVID-19 pandemic that may have an effect on BWB’s sustainability?  (Q.20) 

From BW’s perspective, the outcomes to be sustained beyond ILO support and donor funding, as 
extracted from project design and strategy documents, include: 

Medium-term outcomes: 

 Capacity of tripartite institutions to guide the industry and enforce compliance (according 
to their respective mandates); 

 Adherence to ILS and national labor law among BWB member factories; 
 Increased empowerment of workers to engage in industrial relations dialogue; and 
 Increased employment opportunities and empowerment of women workers in BWB 

factories and in the sector. 

Long-term outcomes: 

 Improved ILS and labor law adherence across the garment export sector, reaching the 
lower tiers of the supply chain; 

 Improved purchasing practices of buyers in the global supply chain; and 
 Increased productivity and competitiveness of Bangladesh export RMG sector. 

At the subscriber factory level, there are encouraging signs of a shift toward a culture of 
compliance across the BWB membership, which represents almost 10% of the Bangladesh direct 
suppliers, as factories tend to reduce non-compliance as they mature in the program. This is 
highlighted in BWB’s annual compliance reporting. There is no plan to graduate factories out of 
BWB once they reach a high level of compliance, but after the program eventually exits, national 
entities and the industry as well as buyers are expected to reinforce and sustain the standards 
attained. 

Especially in its current phase, BWB has introduced several initiatives aimed at promoting 
sustainability through capacity building of the national constituents and the brands.  One of these 
is the BW Academy, a training program for compliance officers of brands and retailers aimed at 
building their skills on ILS. Buyer representatives met by the evaluation team spoke highly of the 
BW Academy training and its network. 

BWB intends the RMG Learning Hub to become a central focus of its sustainability strategy, as 
indicated by BWB and BWG staff. The training initially focused on training for the employers’ and 
workers’ organizations, as well as DOL, to create a pool of master trainers on the Covid-19 health 
and safety response.41 Its longer-term ambition is to build capacity among the tripartite 
stakeholders on a wide range of social and labor compliance issues.  The Learning Hub serves the 
RMG cluster as a whole, but is led by BWB. The Training of Trainers approach strengthens 
sustainability as it aims to ensure that best practices on training and learning are institutionalized 

 

41 https://www.dhakatribune.com/business/2020/07/01/ilo-partners-with-bgmea-bkmea-to-create-
learning-hub-for-apparel-workers 
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by the stakeholders.  So far, the Learning Hub’s offerings have been delivered virtually, but these 
will likely include more in-person provisions post-Covid-19 restrictions. Setting milestone 
targets for application of training by Learning Hub participants and monitoring the application 
could become a useful element of BWB’s sustainability plan. 

The evaluation notes that BWB’s improvements in women’s advancement in the industry, 
particularly through the GEAR initiative, have proven successful and show potential for upscaling 
across the program. 

Financial sustainability. Cost recovery remains important but is not the central sustainability 
goal as it was first conceived. Globally, BWB is able to raise about 40% of its funds from the private 
sector, but will need to rely on donor contributions for the foreseeable future. BWB’s latest 
reported cost recovery rate from core services was 40% for the period of July 2019 to June 2020, 
amounting to US$754,523, representing a significant contribution to the cost of total core 
services.42   

Opportunities and risk factors affecting sustainability. The evaluation’s analysis of 
opportunities and risks to the institutional and technical sustainability of BWB outcomes are 
summarized in Table 6. 

Table 6. Sustainability: Opportunities and Risks  

Opportunities and Facilitating Factors Risks and Hindering Factors 

 Expressed interest of government stakeholders – 
DOL, DIFE (MOLE) and MOC – in closer engagement 
with BWB through information sharing, seminars, 
and training, in light of Bangladesh’s trade 
interests. 

 Expressed interest of trade union federation 
representatives for more engagement and training 
from BWB/ILO. 

 Robust relationships with buyer partners and trust 
in BWB compliance services that take a holistic 
approach to compliance and advisory services. 

 Opportunity to integrate the Social and Labor 
Compliance Program tool in BWB compliance 
assessments, thereby reducing audit duplication 
and incentivizing factories to join or remain in the 
program. 

 Covid-19 brought into sharp relief the need for 
BWG to advocate with multinational enterprises to 
improve their purchasing practices in times of 
economic crisis, such as that triggered by Covid-19.  
There is also an opportunity to intensify 
collaborative efforts to advocate with end 
consumers toward pressure on buyers and 
suppliers. 

 DIFE capacity and resources to carry out 
comprehensive compliance enforcement across the 
range of labor law and ILS remains low, as 
acknowledged by DIFE. 

 Trade union federations’ perception that BWB 
supports PC formation and functioning rather than 
TU formation, as well as lack of trade union capacity 
given the challenges they face in the manufacturing 
environment at the enterprise and institutional 
level.  

 Voices within employer organizations doubt that 
BWB serves their interests vis-à-vis relations with 
buyers, increasing as a result of poor buyer 
practices during the Covid-19 crisis, which saw 
millions of dollars’ worth of orders dropped. 

 

 

42Bangladesh RMGP Phase 2 Progress Report, July 2019 –June 2020. 
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Based on various evaluation respondents’ perspectives, the GOB’s recognition of the need to 
improve adherence to ILO fundamental conventions including FOACB, in light of the anticipated 
GSP+ transition, creates an enabling environment for the efforts of BWB to improve the country’s 
RMG sector performance, together with other elements in the ILO’s country program.  The 
expressed desire of the TU federations for closer engagement with BWB also provides an 
opportunity for BWB, along with other ILO programming, to build training opportunities for TU 
leaders.43 The continued commitment of major buyers and their trust in the program as a credible 
compliance improvement service provides a strong basis for the program to consolidate its client 
base.  

As noted earlier in the report, BWB has worked with SLCP to integrate the data collected under 
the BW Compliance Assessment Tool into the SCLP data collection system, producing a single 
compliance assessment tool. According to BWB senior management, the resulting tool: (a) is 
aligned with ILS and national labor laws to support effective measurement of compliance; (b) 
includes a country-specific ‘law-overlay’ to support compliance determination in the national 
context; and (c) is built to provide the data currently contained in the BWB CAT. Assessments 
conducted by BWB EAs and by SLCP auditors will provide data for the aggregate compliance 
reports in the SLCP Gateway. This is a promising strategy to increase the buyers’ reliance on 
BWB’s compliance service, reduce audit duplication, and encourage factories to join or remain in 
the program.  

The evaluation also identifies several risks to stakeholder trust and engagement that pose threats 
to sustained outcomes and impact. The most critical risk relates to the degree of ownership and 
trust in BWB service among the supplier factories and their representative employers’ 
organizations. Since some factories continue to see BWB membership purely as a necessary 
hurdle to retain buyers’ orders, they are likely to only pay lip service to the compliance 
requirements.  There is also much work to be done to bring workers’ organizations on board in 
support of BWB’s approach to improved and sustained compliance. BWB and the ILO have begun 
expanding training for TU leaders to facilitate their engagement in social dialogue. The BWB 
Advisory Committee provides one avenue for BWB to strengthen its relationships with the 
tripartite constituents. Another avenue is through improved communication with the national 
constituents regarding BWG and ILO’s efforts to advocate for responsible purchasing practices. 

3.4.3  Monitoring Sustainability Indicators 

• Is the project tracking useful sustainability indicators for medium-term outcomes (such 
as sustained motivation, resources, capacity, or linkages); long-term outcomes (such as 
sustained service delivery, access, or demand); or for impacts (such as sustained 
behaviors, practices, or service utilization)?  (Q.18) 

BWB’s narrative reporting through its RMGP II and USDOL technical progress reports (TPR) 
provides comments on progress toward sustainability. For example, the September 2020 USDOL 
TPR highlights the Learning Hub initiative as a crucial strategy for building multi-stakeholder 

 

43 As noted earlier, the SDIR project which concludes in June 2021 has been a major vehicle for delivering 
training on social dialogue in the RMG sector since 2017. 
https://www.ilo.org/dhaka/Whatwedo/Projects/WCMS_419797/lang--en/index.htm 
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capacity (BGMEA, BKMEA, TUs and government department personnel). However, the program 
performance framework (under RMGP II) does not contain a comprehensive set of indicators and 
corresponding time-bound milestones or targets to monitor progress toward sustainability.  

One indicator relevant to capacity of the constituents included in the performance framework is 
labor inspectors’ increased perceived ability to carry out their work following training, but 
reports against this indicator are lacking in progress reports.  

As described above, BWB espouses multiple avenues toward institutional sustainability and 
eventual transfer of BWB functions to national partners, including institutionalizing a culture of 
ILS compliance and respect for workers’ rights widely in the sector.  As recognized by BWB and 
BWG, and under development, a sustainability plan, indicators, targets or milestone targets is 
required to provide objective evidence of progress on a range of medium- and longer-term 
outcomes that are closely related to measuring the lasting results of the program.  

3.5 Management Efficiency and Effectiveness 

3.5.1 Staffing and Management  

• What are the key strengths and weaknesses of BWB’s staffing and management 
arrangements? (Q.12) 

• To what extent have BWB’s factory compliance assessments, remediation assistance and 
monitoring, and the publication of reports on factory compliance been delivered in a 
timely and effective manner? (Q.9a) 

BWB’s staffing structure comprises a Program Manager, National Operations Manager, five team 
leaders with specialized focal responsibilities as well as EA leadership, EAs (30) and one Training 
Officer (TO). Two more TOs are under recruitment and BWB expects them to join in the summer 
of 2021. Until June 2020, a Deputy Program Manager supported the overall management function. 
This position has been left unfilled due to budget constraints. The program has increased the 
number of EAs significantly since 2017 to manage the accelerating factory client base.   

The project has taken a number of measures to increase human resource efficiency and 
effectiveness. These include establishing a middle-management tier of team leaders with 
respective responsibilities for buyer relations, training services, core service quality, M&E, and 
training services. According to various BW staff, the middle-management layer has proven 
effective in enhancing these functional areas and in supporting the delegation of specific 
responsibilities from the Program Manager. Nevertheless, senior BW personnel indicated the 
value of including a Deputy Program Manager position on staff.  In recent times, BWB has taken 
a more blended approach to the EA and TO roles, such that EAs are also involved in providing 
training.  

BWB personnel at different levels indicated that the management structure is working well, but 
the staff is nevertheless very stretched to manage all the tasks involved in the labor-intensive 
approach that advisory, coaching, assessment and training services require. Generally speaking, 
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each EA is responsible for advisory services for up to 12-13 factories at a time.44 BWB considers 
this the maximum number that an individual officer should manage. Different EAs are responsible 
for the compliance assessment to ensure the assessments maintain objectivity and credibility. 
Currently there is a waitlist of factories who wish to join BWB, as required by their suppliers, but 
which cannot yet be accommodated by the team. To address this, the project has recently 
recruited eight more EAs (who joined early 2021). BWB has started taking the waitlist of factories 
on board and they will be enrolled throughout 2021 in agreement with buyer partners. As noted 
earlier in the report, due to the disruptions in service delivery when the EAs could not visit 
factories, prior to the development of virtual checks, there also is a backlog of compliance reports 
to be completed.  

The evaluation team observed that BWB staff tend to be long-serving; many have been with the 
program for over five years according to the RMGP II cluster evaluation survey.  This provides the 
program with experienced staff who are committed to the BWB vision. Notably, EA respondents 
to the RMGP II cluster evaluation survey made a number of suggestions regarding better 
promotion opportunity and career advancement within the team, including recognition of 
seniority. 

The experience of converting factory-facing services and stakeholder training to virtual methods 
during the pandemic has brought efficiencies, and on the whole factory-facing staff have found 
the methods manageable after almost one year of virtual operations, according to personnel 
interviewed or surveyed under the present evaluation. 

The ILO Bangladesh CO is pursuing a “One-ILO” approach to working with specific sectors, 
reaching beyond the RMG cluster of projects. Through this approach, ILO aims to allocate 
resources more efficiently and mobilize different programs for greater impact. This integration 
has been demonstrated by BWB joining forces with the RMG project to provide labor inspector 
training, and with the ILO SDIR project to provide training to trade unions and employers’ 
organizations, as well as integrated responses to the Covid-19 pandemic across the ILO 
Bangladesh country program.  

3.5.2 Performance Monitoring and Reporting 

• How effectively does the project monitor and report performance data to USDOL? Which, 
if any, performance indicators or tools (irrespective of donor) does the BWB project find 
most useful for project management?  Why does the project find these tools more or less 
useful? What improvements could be made on measuring and reporting performance to 
USDOL? (Q.14) 

• To what extent is ILAB’s Results-Based Management approach viewed as a helpful 
management tool by project implementers and partners? (ILAB/OTLA learning priority 
question 5) (Q.13) 

Performance monitoring frameworks. Given the project’s multiple programmatic alignments 
– with BWG, within the Bangladesh RMGP II, as a stand-alone program, as well as with multiple 

 

44 EAs generally provide services to a given factory for up to three years, after which time they rotate to 
other factories. 
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donors – BWB’s performance monitoring and reporting systems are multiple and varied.  While 
this is not an efficient situation in terms of time spent on collecting data, reporting and informing 
management decisions, it has evolved given the program’s multiple strategic phases and donor 
funding packages, as well as the efforts towards creating synergy among RMG projects by the ILO 
Bangladesh CO.  

The evaluation considers the quality of the BWB performance framework used in its country-
level (RMGP II) monitoring and reporting and global reporting, and secondly considers the quality 
of the project monitoring framework and reporting performance data to USDOL. Apart from a 
progress report on the BWB 2018-2021 strategy, the three overarching outcomes stated in the 
strategy did not appear to be accompanied by a results framework at the time of this evaluation. 

The logical structure of BWB’s outcome and outputs is as follows: 

 

 

 

 

The results framework and delivery are divided into two “outputs.” A more elaborate theory of 
change is proposed in the RMGP II program document, but there are no other elaborated results 
frameworks. The outputs are actually more correctly medium-term outcomes, but they appear as 
outputs in the documents given the nesting within the overall RMGP II framework.  Supporting 
the two results are several “activities” which include actual activities as well as higher level 
results such as “improved governance” through the BAC. Putting aside the terminology of the 
outputs and activities, the causal logic is not coherent and the formulation of the statements do 
not meet the ILO’s results-based management (RBM) standards.  BWG and BWB staff are well 
aware of the deficiencies in the performance framework, and attribute this partly to the 
retrofitting of the BWB framework to the RMGP II logframe once the various RMG projects came 
on board.45   

From a results-based management perspective, these two outcomes do not effectively capture 
the full theory of change that is part of BWB’s approach. For example, the specific medium-term 
outcome of increased capacity among the tripartite constituents is not well captured. 
Furthermore, there is no clear logic relating to women’s empowerment, nor the medium-term 
outcomes and outputs that lead to it. Regarding indicators and targets, these tend to be at the 
level of program reach, rather than capturing changes in more qualitative aspects. These aspects 
include improvements in social dialogue, women’s advancement as a result of training, women’s 
qualitative participation, and the increased motivation, capacity, adoption and 
institutionalization of compliance-related practices by tripartite constituents as a result of BWB 
training. In its forthcoming phase, BWB would benefit from a reformulated results framework, 
incorporating a clear program logic that would better serve monitoring and evaluation (M&E). 

 

45 The Implementation Workplan provides an indication of the activities per output. No comprehensive 
logframe was provided to the evaluator. 

Better work serves as a model for compliance in the garment sector 

Core service delivery model applied Engaging stakeholders to contribute to 
responsible business practices 
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The BW Jordan results framework, for example, provides for a greater level of evaluability, 
including the timeframe for achievement of the outcomes.46 

ILAB results framework and reporting. The RBM approaches of ILAB and the ILO are relatively 
consistent with each other, as evident in their guidance documentation. Both institutions espouse 
the application of RBM in design, M&E and reporting on programs and projects. 47 The application 
of ILAB’s RBM requirements have added a degree of complexity to BWB monitoring and reporting 
as a specific Gender Results Framework, with corresponding performance indicators, is required 
as part of the Cooperative Agreement. The BWB results framework within the RMGP II does not 
appear to align well with the three overarching objectives stated in the BWB strategy document 
2018 – 2021 or the results framework that was required by ILAB under the current funding of 
the gender-focused activities.  

The project implementers and BWG managers have developed a Gender Results Framework to 
meet cooperative agreement requirements according to ILAB’s RBM standards. This framework 
is aligned with Modification Number 22 (November 2020) which provides for gender-focused 
activity budgeting from 2020 to 2022. While this framework is reasonably coherent, as a 
framework for results to be achieved (with results described at the output, short-term outcome, 
medium-term outcome and long-term outcome levels), it is not designed to integrate with the 
RMGP II results framework which consists of two long-term outcomes, nor with the three 
overarching objectives of the 2018 – 2021 strategy. The evaluator recommends that future 
USDOL or other donor-specific results frameworks, where required, should be situated within or 
cross-referenced with the broader framework for cohesion of reporting and efficiency.   

Performance indicators and targets. BWB and BWG senior personnel indicated that there is a 
need to improve the indicators at the higher levels of the theory of change, to capture change in 
factory-facing outcomes and changes in the enabling environment for the sustainability of results.   

As noted by BWG personnel and in the RMGP II evaluation, the indicators corresponding to each 
output under the RMGP II framework focus on quantitative measures such as number of factories 
enrolled, number of assessments conducted, number of women trained as supervisors, or percent 
of women in PCs. The framework does not effectively capture changes in the motivation, capacity, 
practices and policies of the tripartite constituents.  

The evaluator recommends the inclusion of indicators to track changes in stakeholder 
engagement with BWB, policy, capacity, and delivery of services. Potential indicators might 
include: 

• DIFE inspectors’ motivation and practices in applying project training while carrying out 
their inspections; 

 

46 BW Jordan has three outcomes: 1. By 2022, Better Work Jordan’s core service delivery will be expanded 
and optimized; 2. By 2022, at the national level, ILO, IFC and the World Bank Group will have 
strengthened national institutions, and 3. By 2022, sustainable mechanisms for policy reform in the 
garment sector will have been established in Jordan. 
47 https://www.ilo.org/global/about-the-ilo/how-the-ilo-works/results-based-management/lang--
en/index.htm 
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• DIFE inspectors’ attitudes and practices integrating gender equity in their inspections; 
• Improvements in buyer/supplier dialogue on responsible purchasing practices; and 
• Increase in employers’ and workers’ organizations approval rating of BWB contributions. 

The indicators for monitoring progress on women’s participation and advancement are currently 
weak in the overall framework. BWB, in consultation with BWG senior management and ILAB, is 
in the process of developing gender-focused indicators for the gender strategy results framework 
funded by USDOL. The evaluator was not provided the draft indicators and therefore cannot 
comment on their quality. Nevertheless, in the interests of efficiency and practicality, the 
evaluator recommends that the gender indicators should be: (a) limited to a small number of 
around 5-10 key indicators; and (b) focus on indicators that can be integrated and utilized within 
the BWB country-level and global reporting systems. 

3.5.3 Financial Resource Management and Reporting 

• How efficient is the project’s use of resources? How effectively has the project used 
outcomes-based budgeting systems?  (Q.11) 

The project reports to USDOL at quarterly intervals on its expenditure against specific activity 
budget lines within respective outputs and outcomes of the performance framework. Based on a 
review of a sample of expenditure reports attached to the TPRs, these reports appear to be 
comprehensive and complete. USDOL project managers did not provide comment to the 
evaluation on the quality of financial resource management and reporting. USDOL commissioned 
an external audit of BW programming in Bangladesh, Cambodia, Haiti and Jordan that was 
completed on 30 September 2019. The audit reviewed programmatic reporting, M&E and 
financial management, and the reporting by the ILO in each country, and found that BWB financial 
reporting was accurate and compliant with US federal financial reporting requirements. The 
report noted that the expenditure rate was relatively high compared with the remaining activities 
to be completed, suggesting that expenditure needed to be closely monitored.   

4. LESSONS LEARNED AND GOOD PRACTICES 

4.1 Lessons Learned 

The evaluation draws the following lessons learned that may be used to improve the effectiveness 
and impact of BWB going forward: 

 BWB has demonstrated the effectiveness and efficiency of providing virtual 
advisory services during post-Covid-19 restrictions, but needs to conduct the 
majority of compliance assessments in-person. This is based on the evaluation 
findings that virtual advisory and training services are generally well received by factory 
managers and workers, though there is some preference for in-person services, but 
buyers in particular do not fully trust virtual compliance checks. 
 

 Need for deeper government engagement. The evaluation found that there is a need 
for BWB to engage more closely with national government towards ownership and 
capacity. This is based on evaluation findings with respect to DOL’s perception of a 
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significant gap in the mutual sharing of expertise and information between BWB and the 
DOL in particular. However, this will be done as part of an integrated Industrial Relations 
stream of work within the one ILO cluster, also noting that these issues were mostly under 
the purview of the SDIR project until now. 
 

 Need for ongoing relationship building with the TUs. The TUs are vocal in their view 
that BWB has not adequately supported FOACB in its subscriber factories. The reasons 
for low TU formation in the RMG sector are complex and should not be attributed to a lack 
of BWB effort to promote FOACB. However, BWB, together with other ILO programs, 
needs to continue to build trust among the TUs through communications, factory-level 
advisory work, linking with TU field officers, and capacity building efforts.  
 

 BWB needs to make concerted efforts to convince employers of the business case 
for subscribing to BWB services and adopting compliance with international labor 
standards. This is based on the finding that employers and their representative 
organizations are not fully convinced of the productivity gains and financial benefits of 
subscribing to BWB. BWB also needs to demonstrate that it is working with buyers at 
global and country level to improve responsible purchasing practices by buyers. 

4.2 Good Practices 

BWB has demonstrated various good practices that could be expanded within the program or 
used elsewhere to enhance impact:  

 Strengthening the operation of PCs and SCs. BWB’s advisory support to workers and 
managers supported the democratic election of PC and SC participants and the effective 
functioning of these committees. Based on worker and manager accounts, the active PCs 
and SCs provide for improved social dialogue and are a driver of improved working 
conditions.  
 

 Gender mainstreaming and the GEAR model demonstrate benefits for women’s 
career advancement. The GEAR model for training of women as supervisors combines 
training in productivity skills developed and delivered by IFC (6 days) together with a soft 
skills training (2 days developed and delivered by IFC, and 2 days delivered by BWB). 
GEAR also trains factory managers on how to identify, support, promote and retain female 
talent. As demonstrated in the Oxford University impact study, and supported by 
anecdotal evidence from the current evaluation and the RMGP II evaluation, GEAR 
provides women workers with opportunities to advance their careers and contribute to 
better dialogue, workplace practices and workplace harmony, while contributing to 
higher line-level efficiency. The GEAR initiative has now been adopted and replicated by 
Better Work Vietnam, building on the knowledge and experience acquired in Bangladesh, 
and has potential for application in other countries.  
 

 Expanded initiatives for constituent and buyer capacity building. The Learning Hub, 
initiated in mid-2020 during the Covid-19 pandemic, provides training for personnel of 
national constituents. Initially focused on health and safety measures and social dialogue, 
workplace cooperation and grievance mechanisms in responding to the pandemic, BWB 
intends to expand the learning center to other types of training on working conditions 
and social dialogue. It provides a promising model for expansion under BWB and 
application by other BW countries. 
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5. CONCLUSIONS  

Relevance and Coherence 

BWB is responsive in adapting its services to stakeholders’ needs, capacities and motivations, 
within the ILO’s normative framework and Bangladesh labor law. At the factory level, the 
program delivery is tailored to workers’ and managers’ needs towards factory improvement, as 
confirmed by workers and managers and BWB staff.  In the context of the Covid-19 pandemic 
BWB reacted rapidly to provide guidance on safety and health and adapted within a reasonable 
period to provide its services virtually. BWB’s gender mainstreaming approach and targeted 
initiatives are responsive to women workers’ needs regarding working conditions, promotion 
and childcare, as expressed by women workers interviewed. BWB adheres to international labor 
standards and national laws in conducting compliance assessments, and in doing so does not 
satisfy some of its subscriber factory and employers’ organization expectations, for example, 
regarding flexibility on assessments, or leniency on worker payments during the pandemic. The 
program largely satisfies buyers’ priorities in providing a credible compliance assessment and 
improvement service.  

The program engages with relevant stakeholders, namely national constituents and brand 
partners, towards building their ownership and capacity for sustaining compliance activities 
within their respective mandates and spheres of influence. Despite this effort, there remain gaps 
in ownership and full support of the program among government entities, TUs and employers’ 
organizations.  

BWB is steadily working to build political will and capacity among MOLE departments, 
employers’ and workers’ organizations. While the leaders of MOLE’s DIFE and DOL welcome 
BWB’s capacity building services, both seek more frequent communications and expanded 
training opportunities. At the institutional level, BWB’s engagement with DOL on issues under the 
department’s industrial relations mandate is pursued as part of an integrated Industrial Relations 
stream of work within the “One ILO” approach. DOL’s expectation of case reporting by BWB on 
issues under DOL’s remit suggests a gap in understanding of BWB’s mandate, which does not 
extend to industrial relations case mediation.  

BWB has not yet obtained the full engagement and support of the employers and their 
organizations for the business case for the BW model. Representatives of TU federations, for their 
part, do not fully trust BWB’s role and effort in promoting freedom of association. This perception 
does not appear justified, given BWB’s promotion of an enabling environment for freedom of 
association. While the social partners indicate that BWB’s capacity building initiatives are very 
useful and welcome, the institutional dynamics slow the progress toward sustained compliance 
by the constituents in the sector. The evaluation concluded that BWB needs to communicate its 
role and efforts more clearly to the national constituents. 

Progress and Effectiveness 

BWB has met or exceeded most of its implementation targets for the period. BWB factory 
coverage accelerated rapidly during 2017 to 2021, approaching its target of 400 subscriber 
factories for the period. The program is on target in securing brand partnerships, which is a key 
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driver of factory enrollments, as well as its targets for female participation in supervisory skills 
training and PC membership.  

Perceptions of the value of BWB’s factory services among workers, subscriber factories and 
brands are positive overall. Workers perceive BWB to be highly effective in improving their 
working conditions, their voice in dialogue with management, the services to women, as well as 
helping to protect their health and safety under the impact of Covid-19. BWB has expanded 
women workers’ access to promotions and established a good practice model combining gender 
and productivity benefits through the GEAR initiative. 

Employers particularly appreciate BWB’s advisory and training services, which help them to 
comply with national labor law and support functioning PCs towards resolution of disputes. They 
are less positive regarding BWB’s compliance services due to the perceived inflexibility in 
applying labor standards beyond those consistent with national labor law.  From the buyers’ 
perspective, BWB’s value-added is its ability as an ILO entity to interpret the international labor 
standards for their suppliers. Brand partners highly value the comprehensive social and labor 
compliance service provided by BWB, which they recognize as more effective than a traditional 
compliance audit given the emphasis on coaching and factory-ownership of improvements.  

BWB has contributed to a reduction of compliance audit duplication, but this remains a concern 
for subscriber factories. Employers find that the burden of multiple compliance audits continues 
as non-affiliated brands and some brand partners continue to conduct their own audits. In a 
recent development, BWB’s plan to integrate and align the BWB compliance assessment with the 
SLCP system represents a promising avenue for further audit reduction. Subject to constituent 
approval, by utilizing a common assessment tool, BWB assessments will be recognized and 
included in the SLCP data collection system.  At the same time, BWB will maintain its unique value 
proposition of providing advisory and training services and ILO interpretation of international 
labor standards. 

BWB has steadily expanded training and learning opportunities for constituents since 2017. 
Training opportunities were institutionalized through the recent ILO RMG Learning Hub 
initiative, led by Better Work Bangladesh, covering Covid-19 management response and broader 
productivity and HR management issues. The initiative has reached personnel from DOL, 
employers’ and workers’ organizations to create a pool of master trainers, with plans to expand 
the range of participants and training themes. 

Overall, BWB was effective in its guidance and support to subscriber factories to ensure 
protective measures for workers with the onset of the Covid-19 pandemic. The program adapted 
well by transitioning to virtual service provision, especially for advisory and training services, 
demonstrating the feasibility of mixing virtual and in-person service delivery beyond the 
pandemic. At the factory level, workers and managers have become comfortable with the virtual 
approach, although they tend to prefer in-person visits under non-pandemic circumstances. 
While some brands are satisfied with the credibility of virtual compliance checks, others do not 
regard virtual checks as fully satisfying their needs and recommend a return to in-person 
compliance assessments once restrictions are lifted.  BWB was not able to maintain the timeliness 
of compliance reports as it had to stop factory visits, nor to meet the demand for factory 
enrolment, but is addressing these concerns through expanded staffing during 2021. 
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Employers’ representatives tend to perceive that BWB has not supported their case sufficiently 
with international buyers to promote responsible purchasing practices, suggesting a need for 
increased visibility of BW’s efforts at the global and national levels to advocate with buyers on 
these issues, as well as wider campaigns for responsible supply chain purchasing practices. 

Impact Orientation 

BWB has achieved improvements in compliance among subscriber factories across a range of 
international labor standards and national labor law requirements. The program reports striking 
improvements in functioning PCs, compliance with minimum wage payments, and rules on 
overtimes payments. Challenges remain with regard to achieving greater compliance in OSH 
standards and functional Safety Committees. Reduction in non-compliance among BWB 
enterprises is demonstrated in aggregate compliance reports, which generally show 
improvements with length of a factory’s BWB membership. Sharing compliance data through the 
portal that partner buyers and subscriber factories can access serves to influence factories’ 
compliance, while the public Transparency Portal, yet to be introduced, is expected to further 
incentivize compliance.  

BWB’s advisory support to the functioning of PCs and SCs has markedly improved the social 
dialogue between workers and management, based on qualitative accounts. Understanding and 
practices related to workers’ rights and FOACB among workers and managers in BWB member 
factories are demonstrably improving, as supported by aggregate compliance data. However, 
qualitative accounts suggest that factory managers’ attitudes continue to discourage TU 
formation. Negative attitudes themselves may not register as non-compliance on FOACB, and 
therefore may not be reflected in BWB’s compliance assessments.  

The program’s industry engagement through multi-stakeholder business forums have broadened 
opportunities for supplier/brand dialogue. Nevertheless, much remains to be done to influence 
and improve buyer purchasing practices, as highlighted by the Covid-19 crisis. 

Sustainability 

Toward sustaining its achievements in building models of good practice for compliance in the 
RMG sector, and expansion of these improvements across the sector, BWB’s central strategy 
focuses on building ownership and capacity among government, industry and social partners to 
adopt a compliance-oriented mindset, as well as approaches and tools for improving and 
sustaining compliance. The program has made steady progress toward this vision through its 
industry stakeholder discussion platforms and the capacity building program for constituents 
and buyers, focused on the new Learning Hub initiative.  Sustainability in terms of the functions 
and advocacy that BWB fulfills is a long-term endeavor, given the significant shifts in mindset and 
constituent capacities that need to be realized, and BWB’s exit is not foreseen in the near future. 
However, the evaluation found that the program would benefit from a comprehensive 
sustainability planning process and tracking of progress against sustainability milestones. 

Management Effectiveness and Efficiency of Resources 

BWB’s staffing and management structure are well organized to monitor and provide quality 
assurance to thematic program areas and maintain customized service to factories. The program 
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is addressing current staff constraints in factory-facing and industry-wide capacity building 
through phased factory expansion and additional recruitments in 2021. BWB’s financial 
management of USDOL funding adheres to outcomes-based budgeting principles and expenditure 
against budget is reported regularly to USDOL. 

While BWB, within the RMGP II framework and BW Global framework, applies a results-based 
management approach to monitoring performance against outcomes, there are deficits in the 
BWB results framework, acknowledged by BW managers, particularly with respect to outcome-
level monitoring of improvements in the enabling environment. BWB’s reporting to USDOL has 
increasingly adhered to USDOL results-based management guidelines, but the evaluation 
suggests that gender-sensitive indicators developed specifically for USDOL reporting should be 
limited to a practical number and integrated with the new indicators being developed for BWB 
and the global BW program.   

 



45 

6. RECOMMENDATIONS  

The following recommendations are intended to provide BWB, BWG, stakeholders and USDOL 
with guidance to improve the performance and sustainability of the program. Each 
recommendation is followed by the entities to whom it is addressed. 

Effectiveness of BWB Factory-Facing Services 

1. Enhance BWB guidance to subscriber factories on industrial relations issues in 
the continuing Covid-19 context. BWB should enhance its advisory support to 
subscriber factories on employment continuity and wage protection issues, ensuring 
social dialogue and workplace cooperation and addressing workers’ grievances and 
disputes during the pandemic. (BWB) 

2. Develop a roadmap for returning to a mix of virtual and in-person services. In 
consultation with subscriber factories and brand affiliates, develop a roadmap for 
returning to a mix of virtual and in-person BWB services when ILO Covid-19 restrictions 
allow. BWB should continue to adapt factory-level advisory, training and assessment 
services utilizing virtual approaches during the Covid-19 pandemic, and establish and 
share with subscriber factories a roadmap to return to an appropriate mix of virtual and 
in-person services when Covid-19 restrictions ease. (BWB, BAC members, partner brands, 
subscriber factories) 

3. Enhance attention to FOACB compliance. Intensify BWB efforts to identify issues of 
non-compliance with freedom of association and collective bargaining among subscriber 
factories and provide remediation guidance through the assessment and advisory 
process. (BWB) 

4. Conduct assessment of women’s needs at home and in the workplace in the 
pandemic context in subscriber factories. To develop a more specific response to 
women workers affected by the COVID 19 pandemic cooperate with participating 
factories to survey women regarding their situation beyond the workplace (BWB, 
subscriber factories) 

Tripartite Constituent Engagement and Capacity 

5. Strengthen BWB and ILO communications with the tripartite constituents. Through 
the Better Work Advisory Committee, bilateral discussions and the ILO RMG program, 
intensify the effort to inform government, trade unions and employers’ organizations 
about BWB’s mandate, progress and the role that constituents can play in expanding the 
project approach beyond factory subscribers. (BWB, BAC, GOB, TUs, Employers, ILO 
Bangladesh RMGP) 

6. Expand constituent capacity building. Continue to enhance capacity building 
interventions for government departments (DOL and DIFE), TUs and employers’ 
organizations through expanding the Learning Hub and other capacity building 
opportunities. This could include exposure to BW programs in other countries, either 
virtually through webinars or physically. (BWB, ILO Bangladesh RMGP)  
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Sustainability and Impact 

7. Improve sustainability planning and documentation. Document a comprehensive 
BWB sustainability strategy and exit pathway for the forthcoming phase. The strategy 
should include an implementation plan and milestone targets for achievement. (BWB, 
BWG, USDOL, BAC)  

8. Upscale initiatives for women’s advancement and equality. Collaborate with IFC and 
other development partners to sustain and upscale proven initiatives for women’s 
advancement and gender equity in the sector through GEAR training and Mothers@Work. 
Consider integrating the productivity skills components of GEAR within core supervisory 
skills training to enhance industrial productivity skills as well as management skills. 
(BWB, IFC, UNICEF) 

Management Effectiveness and Efficiency 

9. Increase management staffing. As part of BWB’s staffing expansion, prioritize 
fundraising and allocation to provide for a deputy program manager position. (BWG, BWB, 
USDOL) 

10. Improve the M&E framework for capturing stakeholder capacity and gender 
outcomes. Towards the collection of tangible evidence on BWB progress toward its 
outcomes, BWB, in consultation with BWG and the RMGP, should: 

• Improve the BWB results framework that sits within the RMGP M&E framework to 
better capture the medium-term and long-term outcomes related to the capacity 
building and sustainability results of the program. This will require adding 
appropriate indicators and milestone targets for tripartite and buyer capacity 
building and policy development.  

• In consultation with USDOL, agree on a moderate number of gender–disaggregated 
indicators for the gender results framework, for which data collection is practical 
and feasible and can be utilized within BWB’s overall performance monitoring 
framework. (BWB, BWG, USDOL) 

11. ILAB support to M&E. In its support to ongoing BW programs, ILAB should assist the ILO 
to develop an appropriate results-based performance monitoring plan and performance 
indicators from the start of implementation. (USDOL, BWG) 

Impact on the Bangladesh RMG Sector 

12. Conduct advocacy and communications on unethical brand purchasing practices. 
BWG should continue to capitalize on the ILO’s tripartite-plus mandate to convene the 
buyers, constituents and consumers to address multinational buyer purchasing practices 
and their impact on the sector and its workforce in Bangladesh. In Bangladesh, BWB 
should implement a communications strategy to help make its employer, government and 
TU constituents more aware of BWG’s efforts.  Internationally, the ILO and development 
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partners should continue to join forces to influence unethical practices and advocate for 
responsible sourcing practices. (BWB, BWG, ILO RMGP, donors) 

13. Strengthen donor influence on supply chain practices. Donor governments should 
strengthen their efforts to influence multinational buyers to conduct responsible and fair 
purchasing practices, for example through publishing reports on the practices of buyers 
that are deemed unethical. (For example, USDOL, US Department of State, other donor 
governments) 
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Annex 1: Rapid Scorecard 

 

48 Based on the triangulation of information from the project reporting and other sources and the data 
collected through interviews and FGD during the evaluation process. 

From your perspective,48 rate how effectively (e.g., moving project toward its intended results) 
the project has been regarding each of its specific outcomes: 

Project Outcome 
(Circle one rating 1-4 for each element) 

Comments 
 

Outcome 1: Outcome 1. Core service delivery model 
applied (Output 5.1 in RMGP 2 results 
framework) 

The outcome is approaching its targets for 
program reach and is on track or exceeding 
some targets, including women as a percent of 
supervisory training participants.  

             

         1                   2                     3                    4                          

 

          Low    Moderate     Above-moderate     High                                                                 

Outcome 2: Outcome 2.  Engaging stakeholders to 
contribute to responsible business 
practices (RMGP 2 Output 5.2)  

Progress toward this outcome has advanced 
during this phase. Government capacity, 
through DIFE and DOL, to monitor and 
enforce international labor standards has 
increased moderately from a low base 
through training opportunities provided by 
BWB II, while there are gaps in Bangladesh’s 
legal framework for workers’ rights that are 
beyond the scope of BWB. The program has 
successfully engaged brands to contribute to 
responsible business practices by persuading 
their suppliers to subscribe to the program. 
The capacity and will of employers to 
advocate for sector-wide comprehensive 
labor rights compliance remains moderate, 
while workers’ associations’ capacity to 
respond to workers’ issues remains weak, and 
is hampered by the labor law as well as anti-
union discrimination. BWB has expanded 
capacity building of the constituents through 
initiatives such as the Learning Hub, but there 
is a need for closer engagement with them.  

             

         1                   2                     3                    4                          

 

          Low    Moderate     Above-moderate     High                                                                 
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What outcomes, components and/or practices implemented by the project do you consider as 
being those more critical for the project to become sustainable in the long term? Currently, what 
is the likelihood that those outcomes/ components/ practices remain sustainable?   

Outcome/ Component/ Practice Likelihood that it will become sustainable 

1. The BWB annual business forums and 
collaboration with the Sustainable Apparel 
Forum are important practices bringing 
together government, factories, brands, 
trade unions and development organizations 
to discuss the need for a globally competitive 
garment industry supported by improved 
labor market governance, effective social 
dialogue and responsible sourcing practices 
to ensure decent work and contribute to 
long-term prosperity for the industry. 
(Outcome 2) 
 

 

         1                   2                     3                    4                          

 

          Low    Moderate     Above-moderate     High                                                                 

2. BWB has improved social dialogue in its 
member factories by supporting the effective 
functioning of Participation Committees, 
complaints mechanisms, and trade union 
rights and functioning through its advisory, 
training and compliance services. As a result, 
workers’ ability to raise concerns and engage 
in dialogue with management to resolve 
issues has improved, based on qualitative 
accounts and aggregate improvements in 
compliance. (Outcome 1) 
 

 

 

         1                   2                     3                    4                          

 

          Low    Moderate     Above-moderate     High                                                                 

3. Enhanced capacity of DIFE and DOL and 
ownership of labor compliance monitoring 
and enforcement is critical for sustained 
sector-wide improvement in compliance, as 
modelled in BWB subscriber factors and 
advocated by the program. In the current 
phase, BWB has expanded training provision 
to government as well as social partners 
through the Learning Hub which launched in 
2020. (Outcome 2) 

 

 

         1                   2                     3                    4                          

 

          Low    Moderate     Above-moderate     High                                                                 
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Annex 2: List of Documents Reviewed 

ILO Bangladesh Country Office Documents and Reports 

• Decent Work Country Programme. Bangladesh 2017-2020 
• Ready Made Garment Programme II. Theory of Change. 
• RMGP II Progress Report, 1 July 2019 – 30 June 2020. Improving Working Conditions in 

the Ready-Made Garment Sector Phase 2.  

Better Work Bangladesh Project Documents and Reports 

• Better Work Bangladesh Draft Project Document 2014 
• Better Work Bangladesh Project Modification 2014 
• Better Work Bangladesh Phase II Strategy Report (2018 – 2021) 
• BWB USDOL Gender Logframe  
• USDOL ILO Better Work Grant Modification No. 22.  
• International Labor Office; International Finance Corporation. Better Work. An Industry 

and Compliance Review. Bangladesh. Reporting Period June 2015-December 2018. First 
Compliance Synthesis Report. 2019 (Annual-Report-Bangladesh.pdf) 

• Better Work Bangladesh Annual Report 2019. 
• At-A-Glance Final. Bangladesh (pdf) No date. 
• Industry Update. Better Work Bangladesh 

BWB Technical Progress Reports to USDOL 

• Technical Progress Reports 2018: January, April, July October  
• Technical Progress Reports 2019: January, April, July, October  
• TPR Call July 2019 (One page note) 
• Technical Progress Reports 2020: January, April, July, October 

ILO and BWB COVID-19 Guidance 

• Better Work Bangladesh. COVID-19 Prevention and Awareness Training, April 2020 
(PPT) 

• ILO Sectoral Brief. 8 April 2020. COVID 19 and the textiles, clothing, leather and 
footwear industries. 

Research Reports 

• Oxford University. Cutting through the Cloth Ceiling. IFC. 2018. 

Evaluations 

• ILO. Cluster Independent Mid-Term Evaluation Report: RMGP II and Better Work 
Bangladesh and Affiliated Projects. April-September 2020. 
 Cluster evaluation survey reports 
 Cluster evaluation interview notes 

• O’Brien &Associates International. Evaluation of the USDOL’s Technical Cooperation 
Portfolio to Promote Workers’ Rights in Bangladesh. October 2015. 

Better Work Global Documents 

• Better Work Stage IV Strategy, First Annual Progress Report, Global, Bangladesh, 
Cambodia, Haiti, etc. July 2017-June 2018 

• Better Work Annual Report, 2019 
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Annex 3: List of KII Respondents and FGD Participants 

This page is intentionally left blank in accordance with the Federal Information Security 
Management Act (FISMA) of 2002, Public Law 107-347. 
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Annex 4: Stakeholder Workshop Agenda and Participants 

The stakeholder workshop was held by Zoom platform on May 25, 2021 from 2:00pm – 4:00pm 
Bangladesh.  

The agenda included a presentation of the key findings by the SFS evaluation team, followed by a 
discussion of the findings by the participants.   

Over 40 stakeholders attended the meeting, included representatives from the Government of 
Bangladesh, Trade Union Federations, Employers’ Organizations, US Embassy in Dhaka, 
subscriber factories, and ILO and IFC officers, including BW Global officers, Better Work 
Bangladesh officers, ILO Bangladesh Country Office staff. 
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Annex 5: Evaluation Design Matrix 

# Evaluation Questions Data Sources 

Relevance  

1 

Has the project effectively tailored its 
interventions to respond to stakeholders’ 
evolving needs, capacities, resources and 
motivations (especially since the onset of 
the COVID-19 pandemic)?  In particular, to 
what extent are BWB services responsive 
to women’s needs and priorities? 

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- Results framework 
- Performance Monitoring Plan (PMP) 
- Work plans 
- Any other relevant documents 

KII; ILO Staff; BWB staff, all stakeholders 

FGD: workers, managers, EAs 
 

Coherence 

2 

To what extent does the BWB program 
strategy take into account the partners and 
institutions that are likely to have influence 
over sustaining the desired outcomes after 
donor funding is withdrawn, and the 
willingness and capacity of the relevant 
partners and institutions to do so? 

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- Result framework 
- Performance Monitoring Plan (PMP) 
- Work plans 
- Any other relevant documents 

KII:  

FGD: ILAB Staff; 

3 

Does BWB envision engagement with the 
Ready-Made-Garment Sustainability 
Council (RSC) to address issues around 
health and safety in factories? If so, how? 

KII:  ILO, BWB managers, RMG SC 

Effectiveness 

4 

What are the perceptions of workers, 
employers, and brands regarding the 
effectiveness of BWB services, particularly 
the effectiveness of the services since the 
onset of the COVID-19 pandemic?  Do these 
perceptions differ by gender?  Has the 
increase in female supervisors been an 
effective strategy to reduce sexual 
harassment in the workplace? 

Document review:  

- Technical Progress Reports (TPRs) 
- Reports on specific project activities 

KII: ILO Staff; BWB staff 

FGD: Workers, enterprise managers, 
workers, brands 
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# Evaluation Questions Data Sources 

5 

How has BWB responded to the changes in 
the implementation context? Specifically, 
how has BWB responded to the 
opportunities and constraints generated in 
the garment sector by the COVID-19 
pandemic?  To what extent is BWB working 
with factories and/or brands to mitigate 
the impact of COVID-19 on workers, 
particularly women workers who have 
been disproportionately affected by the 
pandemic? 

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- RMGP 11/BWB Cluster evaluation 

KII:  ILO, BWB staff, ILAB 

FGD: EAs, managers, workers 

6 

How does the organizational capacity of 
project implementers, target institutions, 
and implementing partners limit or 
facilitate the effectiveness and 
sustainability of project interventions? 
Does the project implementation 
adequately account for differences in 
capacity? (ILAB/OTLA learning priority 
question 4)  

Document review:  

- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- PMPs 
- Work plans 
- ILO evaluations 
- Any other relevant documents 

KII: ILO Staff;  

FGD: EAs 

7 

How has BWB supported participation 
committees and unions to represent 
workers (especially women) or to establish 
an effective social dialogue mechanism in 
Better Work member factories? To what 
extent have workers and worker 
organizations been empowered as a result 
of BWB activities (particularly women 
workers and female union 
representatives)? 

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- RMGP 11/BWB Cluster evaluation 

KII:  ILO, BWB staff 

FGD: EAs, managers, workers 

8 

Has BWB ensured that program services 
(assistance, training, support) effectively 
reach the target number of beneficiary 
stakeholders? Such as: 

- Workers’ associations, workers (by 
gender) 

- Factory management, manufacturers, 
brands 

- Ministry of Labor, in particular labor 
inspectors 

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- PMP  
- Reports on specific project activities 
- RMGP 11/BWB Cluster evaluation 

KII:  ILO, BWB staff 

FGD: EAs, managers, workers 
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# Evaluation Questions Data Sources 

9 

Effectiveness of the BW core services 

To what extent have BWB’s factory 
compliance assessments, remediation 
assistance and monitoring, and the 
publication of reports on factory 
compliance been delivered in a timely and 
effective manner? What improvements 
could be made to factory assessment and 
advisory services to increase their impact 
and facilitate scaling up/expansion 
(especially in the COVID-19 context)? 

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- RMGP 11/BWB Cluster evaluation 

KII:  ILO, BWB staff, ILAB 

FGD: EAs, managers, brands 

10 

How has factory-level data produced by the 
project been utilized in mobilizing 
stakeholders to change policies and 
practices?  What challenges or 
opportunities are there for increasing the 
transparency and utility of the compliance 
data collected by BWB? 

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- RMGP 11/BWB Cluster evaluation 

KII:  ILO, BWB staff, ILAB 

FGD: EAs, managers, brands 

Efficiency 

11 

How efficient is project use of resources?  
How effectively has the project used 
outcomes-based budgeting systems?  (Are 
budgets updated and expenditures discussed 
regularly between USDOL and 
implementers?  Has the project tracked the 
planned vs. actual cost per outcome?) 

Document review:  

- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- PMPs 
- Work plans 

KII: ILO Staff; BWB managers, ILAB 

 

12 

What are the key strengths and 
weaknesses of BWB’s staffing and 
management arrangements?   

Document review:  

- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- PMPs 
- Work plans 

KII: ILO Staff; BWB managers, ILAB 

 

13 

To what extent is ILAB’s Results-Based 
Management approach viewed as a helpful 
management tool by project implementers 
and partners? (ILAB/OTLA learning 
priority question 5)  

 Document review:  

- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- PMPs 
- Work plans 

KII: ILO Staff; BWB managers, ILAB 
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# Evaluation Questions Data Sources 

14 

How effectively does the project monitor 
and report performance data to USDOL? 
Which, if any, performance indicators or 
tools (irrespective of donor) does the BWB 
project find most useful for project 
management?  Why does the project find 
these tools more or less useful? What 
improvements could be made on 
measuring and reporting performance to 
USDOL?  

Document review:  

- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- PMPs 
- Work plans 
- Cluster evaluation 

KII: ILO Staff; BWB managers, ILAB 

 

Impact Orientation 

15 

To what extent has communication 
(between factory management and 
workers, and between suppliers and 
buyers) been impacted by the BWB 
program?  

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- RMGP 11/BWB Cluster evaluation 

KII:  ILO, BWB staff, ILAB 

FGD: EAs, managers, workers 
 

16 

What has been the impact of BWB's 
activities on stakeholders’ understanding 
and practices related to workers’ rights 
(e.g., freedom of association, and collective 
bargaining, including with respect to union 
registration and protection against unfair 
labor practices)?    

 

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- RMGP 11/BWB Cluster evaluation 

KII:  ILO, BWB staff, ILAB 

FGD: EAs, managers, workers 
 

17 

Have BWB activities contributed to 
establishing a complaints mechanism for 
workers to confidentially report fire, 
building safety, and worker rights 
violations? How do factory-level 
respondents describe the handling of 
workplace safety complaints, including 
COVID-19 related complaints? 

 

Document review:  

- Project document 
- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- RMGP 11/BWB Cluster evaluation 

KII:  ILO, BWB staff, ILAB 

FGD: Workers, managers, EAs 
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# Evaluation Questions Data Sources 

Sustainability 

18 

Is the project tracking useful sustainability 
indicators for medium-term outcomes 
(such as sustained motivation, resources, 
capacity, or linkages); long-term outcomes 
(such as sustained service delivery, access, 
or demand); or for impacts (such as 
sustained behaviors, practices, or service 
utilization)49?   

Document review:  

- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- Sustainability Plan 
- PMP 
- Work plans 
- Any other relevant documents 

KII: ILO Staff; ILAB staff 

19 

According to stakeholders, what are the 
key project outcomes or outputs that 
should be sustained? What is the likelihood 
that these will be sustained after donor 
funding is withdrawn?50 (ILAB/OTLA 
learning priority question 6)   

Document review:  

- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- Sustainability Plan 
- Work plans 
- Any other relevant documents 

KII: ILO Staff; BWB staff, brands, tri-partite 
constituents 

FGD: Managers, workers, EAs 

20 

Are there any risks or opportunities that 
are likely to limit or facilitate the 
sustainability (technical, financial, 
economic, social, institutional, and 
environmental) of project results? In 
particular, what are the challenges and 
opportunities arising in the context of the 
COVID-19 pandemic that may have an 
effect on BWB’s sustainability? 

Document review:  

- Technical Progress Reports (TPRs) 
- Reports on specific project activities 
- Sustainability Plan 
- Work plans 
- Any other relevant documents 

KII: ILO Staff; BWB staff, brands, tri-partite 
constituents 

FGD: Managers, workers, EAs 

 

 

 

49 See USDOL’s Resource Toolkit for Common Project Design and Implementation Challenges, Mathematica, 
2020, page 5, available at: https://www.dol.gov/sites/dolgov/files/ILAB/Resource-Toolkit-for-Common-
Project-Design-and-Implementation-Challenges.pdf See also, Sustainability and Exit Strategies Conceptual 
Framework, Coates and Kegode, 2012, “Kenya Exit Strategies Study Round 2 Report”, available at: 
https://usaidlearninglab.org/sites/default/files/blog/images/conceptualizing-sustainablity-
pathways.jpg 
 

https://www.dol.gov/sites/dolgov/files/ILAB/Resource-Toolkit-for-Common-Project-Design-and-Implementation-Challenges.pdf
https://www.dol.gov/sites/dolgov/files/ILAB/Resource-Toolkit-for-Common-Project-Design-and-Implementation-Challenges.pdf
https://usaidlearninglab.org/sites/default/files/blog/images/conceptualizing-sustainablity-pathways.jpg
https://usaidlearninglab.org/sites/default/files/blog/images/conceptualizing-sustainablity-pathways.jpg
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Annex 6: Interview and Focus Group Guides 

FGD Guide: Factory Workers 

Date: 

Name of factory: 

Sector: 

Number of cycles of BW advisory services completed: 

Sub-program: GEAR__ Mothers@Work___ GAP Social Dialogue__ 

 

Names of participants: 

Sex:  _ F _ M 

Purpose of the meeting: The FGD facilitator will explain the purpose of the meeting. We are 
meeting with you today as part of a review of the BWB program on behalf of one of the 
funders, the USDOL.  The purpose is to help the program team to improve the services 
offered.  We would like to hear your views (as garment workers), about the value of the BW 
program to workers.  Our meeting will last around 1 hour and 15 minutes. 

Informed Consent protocol: Your participation in this meeting is voluntary. If you wish to 
leave the meeting at any point you are free to do so.  After we have held meetings with 
various participants we will prepare a report. In the report we will not identify any of the 
participants by name or position as the findings will be reported in summary form.  

Introductions 

Ask each participant to introduce themselves and their position. How long have you worked 
here? Are they a member of a Participation Committee, Safety Committee? 

Question Topic areas 

Evolving needs and BW relevance 

• Are you aware of the BW programme? What does BWB do in this factory? Do you 
have an enterprise advisor? 

• Are the initiatives/actions helpful to workers’ needs? 
• What are the main concerns of workers related to working conditions and safety at 

work?  (Thinking about payments, overtime expectations, occupational safety and 
health, women’s participation and working conditions) 

• Do women workers have particular needs in terms of working conditions, promotion 
opportunities? If yes, has BWB supported women workers? 

• How have the issues facing workers changed during the COVID-19 period? Do 
women and men have different needs in this pandemic situation? 
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Effectiveness 

Better work advisory and training services: 

• What do you like most about BWB services? What could be improved? 
• How useful are BW’s training and advisory services, and especially in the Covid-19 

situation, how effective are the virtual advisory methods? 
Worker participation in factory improvement dialogue: 

• How do the Participation Committees operate? How are members of the PCs 
formed?  (Elections, nominations?) 

• Who speaks the most in PCs – equally workers and managers, workers, manager 
reps? 

• Are there any complaints mechanisms for workers in your factory?  Do the workers 
feel free to report issues anonymously and confidentially? 

• How effectively do the Safety Committees work? 
Gender programs 

• What, if any, services have been introduced in the factory to assist women who are 
mothers? Mothers@Work (are there breastfeeding centres in the factory, is there a 
childcare centre? 

• Are any of you supervisors (female or male) who have completed supervisor 
training? What did you think of the training? What benefits did it have for you? 

 

Ongoing concerns and suggestions 

• What are the most important areas of workers’ conditions and labor standards that 
are ongoing areas that need to be addressed in your factory?  
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FGD Guide: Factory Managers 
Date: 

Name of factory: 

Sector:  woven/knitwear 

Number of cycles of BW advisory services completed: 

Sub-program: GEAR__ Mothers@Work___ GAP Social Dialogue__ 

 

Names of participants: 

Sex:  _ F  _  M 

Purpose of the meeting: The FGD facilitator will explain the purpose of the meeting. We are 
meeting with you today as part of a review of the BWB programme on behalf of one of the 
funders, the USDOL.  The overall purpose is to contribute to the improvement of the Better 
Work programme.  We would like to hear your views as a garment manufacturer/manager, 
about the value of the BW programme to workers.  Our meeting will last around 1 hour and 
15 minutes. 

Informed Consent protocol: Your participation in this meeting is voluntary. If you wish to 
leave the meeting at any point you are free to do so.  After we have held meetings with 
various participants we will prepare a report. In the report we will not identify any of the 
participants by name or position.  

Introductions 

Ask each participant to introduce themselves and their position. How long worked here?  

Question Topic areas 

Evolving needs and BW relevance 

• Why did your factory choose to subscribe to BWB? 
• Have your needs changed regarding compliance support and training since 2017? To 

what extent has BWB adapted its services to the changing needs of its factory clients 
since 2017? Especially during the pandemic. (Including managers and workers as 
beneficiaries? 

• How has your been business been affected by the pandemic? 
Effectiveness 

• Which elements of the BW programme do you find most useful? 
• What Better Work services, if any, are in need of improvement? 
• How effectively did BW respond to the COVID pandemic?  How effective are virtual 

services?  (Any advantages and disadvantages?)  
• Over the last three years, have the various advisory, assessment and training service 

and publications of BW been delivered in a timely manner?  
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• What are your key compliance issues and how have you been addressing them with 
BW assistance?  

• What impacts have you observed in your factory as a result of BW  (Productivity, 
communications between buyers and  factories, advancement of women workers) 

 

Effectiveness of BW support to social dialogue in the factory/trade union relations 

• Is there a participation committee - has the BW programme supported its operation? 
How are members of the PCs formed?  (Elections, nominations?)/is there a trade 
union? 

• Who speaks the most in PCs – equally workers and managers, workers, manager 
reps? 

• How do complaints mechanisms operate? 
• How effective are the Safety Committees work? 

 

Gender programs 

• What, if any, services have been introduced in the factory to assist women who are 
mothers? Mothers@Work (are there breastfeeding centres in the factory, is there a 
child care centre? 

• Did the factory receive supervisory skills training? What did you think of the training? 
What benefits did it have for you? 

• What were the benefits of the supervisor training?  (GEAR programme) 
 

Ongoing concerns and suggestions 

Do you have any suggestions for BWB to improve its operations and impact in your factory 
and in the wider garment industry?  
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INTRODUCTION 

The United States Department of Labor (USDOL), through its Bureau for International Labor 
Affairs (ILAB), has contracted with Sistemas, Familia y Sociedad (SFS) to conduct 
performance evaluations of technical assistance projects in Guatemala, Jordan and 
Bangladesh. The present terms of reference (TOR) pertain to the interim performance 
evaluation of the Better Work Phase II project in Bangladesh. This document serves as the 
framework and guidelines for the evaluation. It is organized into the following sections: 

1. Background 
2. Purpose, Scope, and Audience 
3. Evaluation Questions 
4. Evaluation Design and Methodology  
5. Evaluation Team, Management, and Support 
6. Roles and Responsibilities 
7. Evaluation Milestones and Timeline 
8. Deliverables and Deliverable Schedule 
9. Evaluation Report 

 

I. BACKGROUND51 
 

The Ready-Made Garment (RMG) industry in Bangladesh has witnessed tremendous growth 
over the past four decades, playing a major role in industrialization, employment creation, 
poverty alleviation and the empowerment of women in the country. Today, the garment 
industry is serving as the base of the country’s development, accounting for 83.5 per cent of 
total export revenue. The garment sector in Bangladesh employs four million workers – of 
whom up to 80% are women – working in over 4,500 garment factories. Yet 19 out of every 
20 supervisors are men.52 Bangladesh currently ranks as the second largest exporter of 
ready-made garments in the world. In 2019, Bangladesh’s garment exports were estimated 
at US$34.13 billion. 

The Better Work Bangladesh (BWB) project was launched in 2014, and it is part of a wider 
program in Bangladesh which is worth US$24.5 million and includes both BWB and the 
Improving Working Conditions in Bangladesh’s Ready-Made Garments Sector Phase II 
(RMGP II) project. Other donors include the United Kingdom, Canada and the Netherlands. 
The BWB program is implemented by the International Labour Organisation (ILO) and 
seeks to improve the working conditions and safety standards in the RMG sector of 
Bangladesh, in order help build a competitive garment industry that provides decent jobs 
to workers, good business for factories and brands, and economic development for the 
country. The program aims to improve compliance with international core labor standards 

 

51 Adapted from the Independent Evaluation of USDOL’s Technical Cooperation Portfolio to Promote 
Workers’ Rights in Bangladesh (multi-project evaluation), October 2015; Cluster Independent Mid-
term Evaluation Report, RMGP II and BWB and Affiliated Projects, September 2020; and DFID Annual 
Review 2020. 
52 https://betterwork.org/2020/08/24/empowering-women-for-leadership/ 
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and national legislation covering compensation, contracts, occupational safety and health, 
and working time. Likewise, the program promotes worker-management dialogue and 
improved management systems.  

During the initial stages of the program, Better Work Bangladesh worked with the 
Government of Bangladesh (GoB) to better align certain elements of the labor code with 
international labor standards. USDOL began funding the current phase of the Better Work 
Bangladesh (BWB) program in September 2017 and has committed US$1,201,528 through 
December 2022. During this second phase, which was designed to coincide with the RMGP 
II implementation period (July 2017 – December 2021), the ILO expanded services to target 
400 factories. BWB factory-level services include: 

• Guided self-diagnosis to support factories to identify social compliance related 
issues and priorities within their factory, including various issues such as child 
labor, discrimination, forced labor, freedom of association, collective bargaining, 
and national labor law and workplace regulations, such as compensation, contracts, 
occupational safety and health (OSH) and working hours. 

• Establishment of a bipartite worker management committee to improve workplace 
communication and cooperation. 

• Learning services, including advisory services, industry seminars, and training 
courses. 

• Compliance assessments with international and national labor standards and laws. 
 

Currently, Better Work Bangladesh is providing advisory, assessment and training services 
to workers and employers in more than 270 factories in major garment industry belts in 
greater Dhaka region and Chattogram. These factories employ around 675,501 workers. 
56% of workers in Better Work Bangladesh partner factories are women. The program has 
a specific focus on improving working conditions and opportunities for women, advancing 
their productivity and career progression, as well as their health and safety.  

USDOL funding has contributed toward salaries for core staff,53 as well as the following 
three over-arching objectives: 

1. Improve working conditions in factories with a focus on industrial safety; 
2. Support a policy and business environment that protects workers’ rights and 

boosts competitiveness; and, 
3. Empower women, reduce sexual harassment and close the gender pay gap. 

 

II. PURPOSE, SCOPE AND AUDIENCE 
 

Following discussions with ILAB and ILO, SFS developed key questions for this evaluation 
in accordance with the Organization for Economic Co-operation and Development 

 

53 Namely the Chief Technical Advisor, Deputy Program Manager, two Enterprise Advisors, Training 
Officer, and BWG program support. 
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Assistance Committee criteria: Relevance, Coherence, Effectiveness, Efficiency, Impact 
Orientation, and Sustainability.54  

This interim evaluation will assess the project’s performance and achievements in meeting 
its objectives, the relevance of project services to target groups’ needs, project effectiveness, 
efficiency, the impact orientation toward the objectives, and the potential for sustainability. 
It will also capture promising practices, lessons learned, and emerging trends. In particular, 
the evaluation will answer the following evaluation questions, which have been agreed 
upon by OTLA, ILO and SFS: 

Relevance  

1. Has the project effectively tailored its interventions to respond to stakeholders’ 
evolving needs, capacities, resources and motivations (especially since the onset of 
the COVID-19 pandemic)?  In particular, to what extent are BWB services 
responsive to women’s needs and priorities? 
 

Coherence 

2. To what extent does the BWB program strategy take into account the partners and 
institutions that are likely to have influence over sustaining the desired outcomes 
after donor funding is withdrawn, and the willingness and capacity of the partners 
and institutions to do so? 
 

3. Does BWB envision engagement with the Ready-Made-Garment Sustainability 
Council (RSC) to address issues around health and safety in factories? If so, how? 

Effectiveness 

4. What are the perceptions of workers, employers, and brands regarding the 
effectiveness of BWB services, particularly the effectiveness of the services since the 
onset of the COVID-19 pandemic?  Do these perceptions differ by gender?  Has the 
increase in female supervisors been an effective strategy to reduce sexual 
harassment in the workplace? 

5. How has BWB responded to the changes in the implementation context? Specifically, 
how has BWB responded to the opportunities and constraints generated in the 
garment sector by the COVID-19 pandemic?  To what extent is BWB working with 
factories and/or brands to mitigate the impact of COVID-19 on workers, particularly 
women workers who have been disproportionately affected by the pandemic? 
 

6. How does the organizational capacity of project implementers, target institutions, 
and implementing partners limit or facilitate the effectiveness and sustainability of 
project interventions? Does the project implementation adequately account for 
differences in capacity? (ILAB/OTLA learning priority question 4)  

7. How has BWB supported participation committees and unions to represent workers 
(especially women) or to establish an effective social dialogue mechanism in Better 
Work member factories? To what extent have workers and worker organizations 

 

54 Note that the OECD/DAC criteria have been revised as of January 2020: 
https://www.oecd.org/dac/evaluation/revised-evaluation-criteria-dec-2019.pdf 

https://www.oecd.org/dac/evaluation/revised-evaluation-criteria-dec-2019.pdf
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been empowered as a result of BWB activities (particularly women workers and 
female union representatives)?  

8. Has BWB ensured that program services (assistance, training, support) effectively 
reach the target number of beneficiary stakeholders? Such as: 

- Workers’ associations, workers (by gender) 
- Factory management, manufacturers, brands 
- Ministry of Labor, in particular labor inspectors 

 
9. To what extent have BWB’s factory compliance assessments, remediation assistance 

and monitoring, and the publication of reports on factory compliance been delivered 
in a timely and effective manner? What improvements could be made to factory 
assessment and advisory services to increase their impact and facilitate scaling 
up/expansion (especially in the COVID-19 context)? 

10. How has factory-level data produced by the project been utilized in mobilizing 
stakeholders to change policies and practices?  What challenges or opportunities are 
there for increasing the transparency and utility of the compliance data collected by 
BWB? 

Efficiency 

11. How efficient is the project’s use of resources? How effectively has the project used 
outcomes-based budgeting systems?  (For example: Are budgets updated and 
expenditures discussed regularly between USDOL and implementers?  Has the project 
tracked the planned vs. actual cost per outcome?) 
 

12. What are the key strengths and weaknesses of BWB’s staffing and management 
arrangements?   

13. To what extent is ILAB’s Results-Based Management approach viewed as a helpful 
management tool by the project and its implementing partners? (ILAB/OTLA 
learning priority question 5).   

14. How effectively does the project monitor and report performance data to USDOL? 
Which, if any, performance indicators or tools (irrespective of donor) does the BWB 
project find most useful for project management?  Why does the project find these 
tools more or less useful? What improvements could be made on measuring and 
reporting performance to USDOL?  

Impact Orientation 

15. To what extent has communication (between factory management and workers, as 
well as between suppliers and buyers) been impacted by the BWB program?  

16. What has been the impact of BWB's activities on stakeholders’ understanding and 
practices related to workers’ rights (e.g., freedom of association, and collective 
bargaining, including with respect to union registration and protection against 
unfair labor practices)?    

17. Have BWB activities contributed to establishing a complaints mechanism for 
workers to confidentially report fire, building safety, and worker rights violations? 
How do factory-level respondents describe the handling of workplace safety 
complaints, including COVID_19 related complaints? 
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Sustainability 

18. Is the project tracking useful sustainability indicators for medium-term outcomes 
(such as sustained motivation, resources, capacity, or linkages); long-term 
outcomes (such as sustained service delivery, access, or demand); or for impacts 
(such as sustained behaviors, practices, or service utilization)55?   

19. According to stakeholders, what are the key project outcomes or outputs that should 
be sustained? What is the likelihood that these will be sustained after donor funding 
is withdrawn?56 (ILAB/OTLA learning priority question 6)   

20. Are there any risks or opportunities that are likely to limit or facilitate the 
sustainability (technical, financial, economic, social, institutional, and 
environmental) of project results? In particular, what are the challenges and 
opportunities arising in the context of the COVID-19 pandemic that may have an 
effect on BWB’s sustainability?    

These evaluation questions will provide the structure for the evaluation and be tailored to 
the specific objectives, expected results, activities, and stakeholders of the BWB program. 
The evaluation team identifies the data sources it intends to use to answer these questions 
in Appendix A. 

 

III. EVALUATION DESIGN AND METHODOLOGY 
 

An evaluation team composed by a Lead Evaluator (LE) and a National Consultant/ 
Monitoring and Evaluation Expert will be responsible for this evaluation. The evaluation 
team will address the evaluation questions using multiple sources of evidence, combining 
primary qualitative data with secondary quantitative data. It will obtain data for this 
evaluation by conducting:  

 A document review 

 Fieldwork including key informant interviews (KIIs) and focus group discussions 
(FGDs), which will be conducted either remotely or in-person as relevant during the 
COVID-19 pandemic 

 Quantitative analysis of secondary data 
 

The evaluation team will use the sources described below to evaluate the project.  

 

55 See USDOL’s Resource Toolkit for Common Project Design and Implementation Challenges, 
Mathematica, 2020, page 5, available at: https://www.dol.gov/sites/dolgov/files/ILAB/Resource-
Toolkit-for-Common-Project-Design-and-Implementation-Challenges.pdf See also, Sustainability 
and Exit Strategies Conceptual Framework, Coates and Kegode, 2012, “Kenya Exit Strategies Study 
Round 2 Report”, available at: 
https://usaidlearninglab.org/sites/default/files/blog/images/conceptualizing-sustainablity-
pathways.jpg 
56 This evaluation question pertains to the entire scope of the project’s Logical Framework (not just 
the USDOL-funded elements). This question can be linked to the Rapid Scorecard (see Appendix D). 

https://www.dol.gov/sites/dolgov/files/ILAB/Resource-Toolkit-for-Common-Project-Design-and-Implementation-Challenges.pdf
https://www.dol.gov/sites/dolgov/files/ILAB/Resource-Toolkit-for-Common-Project-Design-and-Implementation-Challenges.pdf
https://usaidlearninglab.org/sites/default/files/blog/images/conceptualizing-sustainablity-pathways.jpg
https://usaidlearninglab.org/sites/default/files/blog/images/conceptualizing-sustainablity-pathways.jpg
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3.1 Document Review 
 

The evaluation team will review the following documents, if available, before conducting 
field visits. The team will use the documents to assess the six evaluation criteria. 

 Project documents, including Better Work Bangladesh Country Strategy, BW Annual 
Reports and a sample of redacted57 factory assessment reports carried out in 2018-
2019 by BW advisors 

 Previous evaluation reports including the Cluster independent mid-term evaluation 
report RMGP II and BWB and affiliate’s projects  

 Inception report from RMGP II evaluation 

 Better Work Audit report 2019 

 Results Framework and Performance Monitoring Plan 

 Technical Progress Reports (TPRs), including performance Data Tracking Tables 

 Reports on needs assessments, stakeholder analysis, and specific project activities 

 Sustainability Plans and Risk Management Plans 

 Work plans and activity logical sequencing 

 Federal Financial Reports (FFR), Budgets and Records of Expenditures 

 Policy briefs and research available on the BW website, including worker and 
management survey results, academic papers 

 Any other relevant documents or deliverables 
 

3.2 Fieldwork in Bangladesh 
 
Prior to beginning fieldwork, the evaluation team will host a logistics call with project 
directors and staff to plan the field visit and data collection. ILO will assist the evaluation 
team in scheduling KIIs and FGDs, either in-person or remotely. The evaluation team 
reserves the right to add to or modify this list in the process of fieldwork or desk review, as 
appropriate. 

The field visit itinerary will be determined based on scheduling, safety and the availability 
of KII and FGD participants. Meetings will be scheduled in advance of the fieldwork and 
coordinated by ILO project staff, in accordance with the evaluation team’s requests. The 
evaluation team will conduct KIIs and FGDs with stakeholders without the participation of 
any project staff. KIIs will be conducted remotely by the lead evaluator. A local consultant 
will conduct face-to-face KIIs, when possible, and FGDs and will conduct field visits to a 
sample of project sites in greater Dhaka and Chattogram (Chittagong), as feasible. She will 
also be in charge of collecting and reviewing data from project factory assessments (if 

 

57 The evaluators can review the structure and content of the reports without seeing names or 
specific locations, etc. 
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available) and regarding project activities with the MOL. Whenever possible and with the 
permission of the informants, audio recordings will be made for the purpose of the study 
only; the recordings will be destroyed once the analysis is completed. These recordings will 
be for the evaluation team only and will not be shared with ILAB, ILO, or anyone else.  

Key Informant Interviews  

The evaluation team will conduct KIIs over 12 days with project stakeholders in Bangladesh 
or remotely by phone or computer, as appropriate. The evaluation team will attempt to 
interview an equal distribution of male and female respondents. As appropriate, the 
evaluation team will maximize efficiency by conducting KIIs with 2-3 respondents 
simultaneously, to the extent it is safe to do so. The evaluation team will conduct a KII with 
the ILAB Project Managers and with representatives of the following organizations; 
however, the number of KIIs and participants for each organization will depend on 
availability. 

 

58 The list of respondents will be reviewed by the evaluators in comparison to the final report from 
the RMGP II and BWB cluster evaluation conducted from April-September 2020, in order to reduce 
duplication as much as possible between the two evaluations; however, some respondents will 
need to be interviewed again for this evaluation.  The evaluation team will request ILO permission 
to access notes of selected stakeholder interviews conducted during the cluster evaluation to 
ascertain whether certain interview material can be drawn upon for this evaluation. 

Exhibit 1: KII Data Collection Strategy 
 

Stakeholder 
Type 

Method 
Sample 

Size 
Potential Respondents58 

US 
Government 

KII 3 KII 
USDOL Project Manager; US Embassy Labor 
Reporting Officer; ILAB TPN staff 

Grantee and 
Implementing 
Partners 

KII 
6-8 KII/ 
FGD 

ILO BW Global at Geneva; BWB Project Staff at 
Dhaka, including BW advisors to factories; 
International Finance Corporation 
representatives 

Host-Country 

Government 
KII, FGD TBD 

Ministry of Labor and Employment (MoLE) 
authorities and staff; Ministry of Commerce 

Employers’ 
Associations 

KII 3 KII 

Bangladesh Employers’ Federation; Bangladesh 
Garment Manufacturers and Exporters 
Association (BGMEA); Bangladesh Knit 
Manufacturers and Exporters Association 
(BKMEA) 

Workers’ 
Associations 

KII 
4 KII 
/FGD 

National Coordination Committee on Workers’ 
Education (NCCWE); Industrial Bangladesh 
Council (IBC); Bangladesh Independent 
Garment Workers Union Federation (BIGUF); 
International Trade Union Confederation 
(ITUC) 
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Focus Group Discussions 

Pending discussions with ILAB and ILO, the evaluation team will facilitate FGDs, either 
remotely or in-person if improvement in the COVID 19 situation permits. Each will be 
composed of 4-6 participants. In identifying FGD participants, the evaluation team will work 
with ILO to select a random sample of participants across a meaningful range of 
characteristics pertinent to the project. 

Ethical Considerations  

The evaluation team will observe utmost confidentiality related to sensitive information 
and feedback elicited during the KIIs and FGDs. To mitigate bias during the data collection 
process and give informants maximum freedom of expression, only the lead evaluator and 
the local consultant will be present during KIIs. However, when necessary, ILO staff may 
accompany the evaluation team to make introductions, facilitate the evaluation process, and 
make respondents feel comfortable. 

The evaluation team will respect the rights and safety of participants in this evaluation. 
During this study, the evaluation team will take several precautions to ensure the protection 
of respondents’ rights: 

 No interview will begin without receipt of informed consent from each respondent.  

 The evaluation team will conduct KIIs and FGDs in a confidential setting, so no one 
else can hear the respondent’s answers.  

 COVID-19 precautions and social distancing will be implemented during any face-
to-face interviews and FGDs. 

 The evaluation team will be in control of their written notes at all times.  

 The evaluation team will transmit data electronically using secure measures. 

 The evaluation team will talk with respondents to assess their ability to make 
autonomous decisions and their understanding of informed consent. Participants 
will understand that they have the right to skip any question with which they are 
not comfortable or to stop at any time. 

 

Project 
Beneficiaries 

KII, FGD TBD 
A sample of workers and managers within a 
sample of factories covered by the program 

Business 
Community 

KII 
2-4 
KII/FGD 

A sample of brand and retail partners (over a 
total of 25), including manufacturing groups 
that own large numbers of factories globally 

RMG Sector 
National 
Health and 
Safety Body 

KII  

Representative of the Ready-Made-Garments 
(RMG) Sustainability Council (RSC).  
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Interactive Validation Session and Post-Trip Debriefing 

After the end of fieldwork, the lead evaluator will conduct an interactive, participatory 
validation session (virtually) with stakeholders to review initial findings, collect any 
clarifying information to improve evaluation accuracy, and obtain input on 
recommendations of the evaluation. The date and format of the meeting will be determined 
in consultation with ILAB and the ILO.   

When fieldwork is complete, the evaluation team will provide a post-trip debriefing by 
video call to relevant ILAB staff to share initial findings and PowerPoint slides from the 
stakeholder validation session, and to seek any clarifying guidance needed to prepare the 
report. 

3.3 Quantitative Analysis of Secondary Data 
 

Secondary data will consist of available monitoring reports, BWB annual assessments and 
a sample of factory assessment reports. The evaluation team will work with ILAB to secure 
prompt access to secondary data from ILO, relevant government bodies, and external 
sources. After gaining access to the data, the evaluation team will immediately assess their 
quality and relevance in answering the research questions and develop a list of relevant 
indicators. The evaluation team’s analysis of these data will inform the correlation and 
validation of findings from the qualitative data collection. 

The evaluation team will analyze project monitoring data to assess the performance of 
activities relative to expected results. The evaluation team’s analysis, which will rely on 
descriptive statistics such as counts, tabulated proportions, and means, will identify 
common trends, patterns, and any changes in motivation, behavior, capacity, practices, 
policies, programs, relationships, or resource allocation as a result of project activities.  The 
evaluation team will use project monitoring data (please see Appendix D for a rapid 
scorecard template), triangulated with relevant qualitative data, to develop summary 
achievement and sustainability ratings for the project on a four-point scale: low, moderate, 
above-moderate, and high. 

3.4 Limitations 
 

The evaluation team will base its findings on information collected from background 
documents, KIIs, FGDs, and secondary quantitative data. The evaluation team will assess the 
integrity of this information to determine the accuracy of the evaluation findings. Primary 
data collected from beneficiaries may reflect the opinions of the most dominant groups 
without capturing the perceptions of less vocal groups. The evaluation team will consider 
this possibility and make sure that all parties can freely express their views. The evaluation 
team will mitigate this potential limitation by conducting FGDs and KIIs in a place where 
informants can speak freely and where no one but the evaluation team can hear the 
respondents’ answers.  
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Several limitations may results from the remote data collection methodology. Some 
stakeholders may lack access to or capability of the technology necessary for conducting 
virtual interviews. Additionally, some respondents may lack the ability to connect remotely 
from a location that allows for privacy and confidentiality. Wherever possible, the 
evaluation team will work with the project to provide a computer connection and private 
room for stakeholders who do not have a reliable and/or confidential place to be 
interviewed. The evaluation team will also use phone calls or Skype Meet Now as an 
alternative to internet platforms to conduct interviews with workers and other individuals 
who may lack internet connectivity. 

This evaluation will rely on secondary performance information in quarterly or semi-annual 
progress reports, available monitoring databases and a sample of factory assessment 
reports in order to triangulate qualitative data collected during fieldwork and objectively 
rate the level of achievement and sustainability of each of the project’s outcomes. The 
quality of the data will affect the accuracy of the statistical analysis. The evaluation team 
will not be able to check the validity and reliability of performance data given the limited 
time and resources. 

 

IV. EVALUATION TEAM, MANAGEMENT AND SUPPORT 
 

Ruth Bowen will serve as lead evaluator. Ruth has 30 years of experience in research, 
program management, monitoring and evaluation.  Her areas of specialty in international 
development contexts and resource-poor settings include: program and project design; 
monitoring and evaluation; design of monitoring and evaluation systems; policy review; 
training and capacity building.  Ruth’s research experience includes social research, gender 
analysis & social inclusion, and social impact assessment.  She has also worked with various 
sectors related to the Better Work Program: including employment, labor rights and gender, 
child labor, human trafficking, educational access and vocational training, and labor 
migration. 

Rabeya Rowshan will serve as Monitoring and Evaluation Expert/Local Consultant. As a 
Bangladesh national, Ms. Rowshan will be conducting the face-to-face interviews and FGD 
for the evaluation and will support Ms. Bowen with scheduling and data analysis, as 
appropriate.  Ms. Rowshan is an anthropologist with a Master in Gender and Development 
from the University of Sussex, and extensive practice in gender-based research and 
qualitative and quantitative research in institutional and community settings. 

The evaluation team will promote transparency and dialogue with a clear dissemination 
strategy. This process includes:  

 Developing and sharing with ILAB an explicit plan that details how the data collected 
will be used. 

 Providing a draft report in a timely fashion that gives ILAB enough time for a 
thorough review. 
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 Producing a professional, complete report, along with a utilization-focused 
executive summary that support dissemination and publication. 
 

SFS’ monitoring and evaluation experts and management personnel will provide logistical, 
administrative, and technical support to the lead evaluator, including in-country travel 
arrangements and all materials needed to provide the deliverables specified in the TOR. SFS 
staff will also be responsible for providing technical oversight necessary to ensure 
consistency of methods and technical standards. 

In light of the COVID-19 pandemic, to protect the health and safety of Ms. Rowshan and the 
respondents, SFS will also ensure that social distancing measures will be implemented, and 
masks will be worn during all interviews and interpersonal interactions. Masks will also be 
provided for participants who may not already have them. To the greatest extent possible, 
in-person interviews will be conducted outdoors or arranged in locations where there is 
good ventilation, or they will be conducted remotely. 

 

V. ROLES AND RESPONSIBILITIES 
 

The evaluation team will conduct the evaluation according to the TOR. SFS (the Evaluator) 
is responsible for accomplishing the following items: 

 Receiving and responding to or incorporating input from ILO and ILAB on the TOR 
draft 

 Finalizing and submitting the TOR and sharing concurrently with ILO and ILAB 
 Reviewing project background documents 
 Reviewing the evaluation questions and refining them as necessary 
 Developing and implementing an evaluation methodology, including document 

review, remote and face-to-face KIIs and FGDs, and secondary data analysis, to 
answer the evaluation questions 

 Conducting planning meetings or calls, as necessary, with ILAB and ILO 
 Deciding the composition of field visit KII and FGD participants to ensure the 

objectivity of the evaluation 
 Capturing photographs of and anecdotes or quotes from stakeholders interviewed 

during fieldwork to incorporate in the stakeholder validation session presentation, 
final report and infographics 

 Ensuring that appropriate health and safety, informed consent, ethics and do no 
harm protocols are understood and followed throughout the evaluation process  

 Presenting preliminary findings verbally to project field staff and other stakeholders 
as determined in consultation with ILAB and ILO 

 Preparing an initial draft of the evaluation report for 48-hour and a second draft for 
two-week review and sharing it with ILAB and ILO 

 Preparing and submitting the final report and infographics 
 

ILAB (the Donor) is responsible for the following items: 

 Reviewing the TOR, providing input to SFS as necessary, and agreeing on final draft 
 Providing project background documents to SFS, in collaboration with ILO 
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 Briefing ILO on the upcoming field visit and working with them to coordinate and 
prepare for the visit 

 Reviewing and providing comments on the draft evaluation report  
 Approving the final draft of the evaluation report 
 Participating in the pre- and post-trip debriefing and interviews 
 Including the ILAB evaluation contracting officer’s representative (COR) on all 

communication with SFS  
 

ILO (the Grantee) is responsible for the following items: 

 Reviewing the TOR, providing input to SFS as necessary, and agreeing on the final 
draft 

 Providing project background materials to SFS, in collaboration with ILAB 
 Preparing a list of recommended interviewees with feedback on the draft TOR 
 Scheduling meetings during the field visit and coordinating all logistical 

arrangements 
 Helping SFS to identify and arrange for interpreters as needed to facilitate worker 

interviews 
 Reviewing and providing comments on the draft evaluation reports 
 Providing logistical support, financing, and participating in the stakeholder 

debriefing meeting  
 Providing in-country ground transport to meetings and interviews 
 Taking appropriate health and safety measures for themselves, the local consultant, 

interpreters, and participants in the COVID-19 environment (please see precautions 
described in Evaluation Management section above). 

 Including the ILAB program office on all written communication with SFS. 
 

 

VI. EVALUATION MILESTONES AND TIMELINE 
 

Activity Date  

Evaluation launch call Aug 20, 2020 

Draft TOR submitted to ILAB and ILO Nov 10 

ILAB and ILO feedback on draft TOR due to SFS Nov 17 

Submission of evaluation matrix and data collection instruments to 
ILAB Dec 30 

Logistics call with ILAB and ILO Jan 20, 2021 

Final TOR, field itinerary, and draft list of stakeholders submitted 
to ILAB and ILO  Jan 31 

In-briefing with ILO Feb 17 

Interview with OTLA Feb 24 

Fieldwork in Bangladesh March 1-19 

Interactive validation meeting and workshop (remote, if needed) March 22 
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Activity Date  

Post-evaluation debriefing with ILAB March 29 

Initial draft report for 48-hour review submitted to ILAB and ILO April 12 

48-hour review comments due to SFS April 14 

Disseminate draft report and executive summary to ILAB, ILO, and 
other key stakeholders for 2-week review April 19 

2-week review comments due to SFS May 3 

Final draft report and draft 1-page summary submitted to ILAB May 10 

Final 508-compliant report and final 1-page summary submitted to 
ILAB May 24 

 

VII. DELIVERABLES AND DELIVERABLE SCHEDULE 
 

A. Draft TOR: November 10 

B. Final TOR, field itinerary, and draft list of stakeholders: January 31 

C. Logistics call, including TOR feedback: January 20 

D. Draft data collection instruments: December 30 

E. In-briefing with ILO: February 17 

F. Interactive validation meeting and workshop: March 22 

G. Initial draft report for 48-hour review: April 12 

H. Draft report for 2-week review: April 19 

I. Final draft report and draft 1-page infographic summary: May 10 

J. Final 508-compliant report and final 1-page infographic summary: May 24 

 

VIII. EVALUATION REPORT 
 

Within 3 weeks after the stakeholder meeting, the lead evaluator will complete a draft 
report of the evaluation following the outline below and SFS will share it with the ILAB COR, 
ILAB Project Managers, and ILO for an initial 48-hour review. Once the lead evaluator 
receives comments, they will make the necessary changes and submit a revised report. 
ILAB, ILO, and other stakeholders will then have 2 weeks (10 business days) to provide 
comments on the revised draft report. The lead evaluator will respond to comments from 
stakeholders, where appropriate, and provide a final version within 2 weeks of ILAB 
acceptance of the revised draft evaluation report. The evaluation team will also produce a 
one-page summary using data visualization techniques and infographics to facilitate 
dissemination of major findings. 
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The final version of the report will follow the format below, be no more than 30 pages in 
length, excluding the annexes, and will be Section 508 compliant: 

1. Table of Contents 

2. List of Acronyms 

3. Executive Summary (providing an overview of the evaluation, summary of main 
findings/lessons learned/good practices and key recommendations, not to exceed 
five pages) 

4. Evaluation Objectives and Methodology 

5. Project Context and Description 

6. Findings (answers to evaluation questions with supporting evidence) 

7. Lessons Learned and Promising Practices 

8. Conclusions (interpretation of facts including criteria for judgements) 

9. Recommendations (critical for successfully meeting project objectives; judgements 
on what changes need to be made for future programs) 

10. Annexes, including: TOR; List of documents reviewed; Stakeholder workshop 
agenda and participants; List of Meetings and Interviews; Any other relevant 
documents. 
 

The electronic submission will include 2 versions: one version, complete with all 
appendices, including personally identifiable information (PII) and a second version that 
does not include PII such as names and/or titles of individuals interviewed. 
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