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» Introduction

This document presents a summary of the findings of two independent high-level evaluations
conducted by the ILO’s Evaluation Office (EVAL) in 2022. The full texts of the evaluation reports
provide extensive details to substantiate the key findings and conclusions presented herein. '
The evaluations were undertaken using the internationally accepted evaluation criteria of
relevance, coherence, effectiveness, efficiency, impact and sustainability. Data derived from
various methods (desk reviews, synthesis reviews of related project evaluations, interviews,
online surveys and case studies) were triangulated to ensure consistency and reliability. 2 A six-
point rating scale - in which 1 is “highly unsatisfactory” and 6 is “highly satisfactory” - was
applied to complement the findings. The evaluations were undertaken during the COVID-19
pandemic using adapted methods. 3

» Partl. The ILO’s response to the implications of COVID-19

(2020-22)

Purpose and scope

2.

The independent high-level evaluation of the ILO’s response to the implications of COVID 19
(2020-22) focuses on two dimensions of the ILO's response to the pandemic over the period
from March 2020 to March 2022. First, it assesses how well the ILO adapted at an institutional
level so that it could continue to deliver its mandate. Second, it measures how well the
Organization refocused its policy work to meet the changing needs of the constituents during
the crisis.

The high-level evaluation draws on multiple triangulated data sources to provide an evidence-
based narrative of the ILO's response to the crisis in a setting of unprecedented turmoil and to
draw overall conclusions on the ILO’s performance in line with the internationally accepted
evaluation criteria. Mixed methods and multiple means of analysis were used, including:
document review; 354 interviews with staff, constituents and other stakeholders in Geneva and
in the regions, including with staff in all decent work technical support teams (DWTs) and at
the ILO Office for the United Nations in New York, the International Training Centre of the ILO
(Turin Centre) and the Inter-American Centre for Knowledge Development in Vocational
Training (CINTERFOR); # surveys among staff and the constituents; eight instrumental country
case studies (Argentina, Indonesia, Iraqg, Madagascar, Mexico, South Africa, Thailand and

"1LO, Independent High-level Evaluation of ILO’s COVID-19 Response 2020-22, 2022; and High-level Independent Evaluation of the
ILO’s Decent Work Country Programme in Central Asia (2018-22), 2022.

2 Country or topical case studies and other supporting documentation for each evaluation are available upon request by
contacting eval@ilo.org.

3 See ILO, Implications of COVID-19 on Evaluations in the ILO: Practical Tips on Adapting to the Situation, 24 April 2020.
4 Of the 354 interviewees, 47 per cent were women.


https://www.ilo.org/wcmsp5/groups/public/---ed_mas/---eval/documents/publication/wcms_854253.pdf
https://www.ilo.org/wcmsp5/groups/public/---ed_mas/---eval/documents/publication/wcms_857094.pdf
https://www.ilo.org/wcmsp5/groups/public/---ed_mas/---eval/documents/publication/wcms_857094.pdf
mailto:eval@ilo.org
https://www.ilo.org/wcmsp5/groups/public/---ed_mas/---eval/documents/publication/wcms_744068.pdf

» GB.346/PFA/7(Rev.1) 6

Viet Nam); six thematic case studies; and a three-phase synthesis review * of 87 relevant project
evaluations conducted in the period under review.

The ILO’s institutional response: High-level findings

A.

Navigating the crisis

4. When the COVID-19 pandemic was first declared in March 2020, the ILO had had recent
experience dealing with natural, economic and global health emergencies, but the scale and
nature of COVID-19 were something new. None of the existing risk management and business
continuity plans and procedures offered a road map that ILO management could use to
navigate the crisis.

5. ILO management faced an operating environment of uncertainty and unpredictable change.
Nobody knew at the time how long the crisis would last. An existing Crisis Management Team
was reconvened and met almost daily for two years, chaired by the Director-General. Both the
Senior Management Team and the Global Management Team were mobilized to devise,
coordinate and communicate the ILO's institutional and policy response across the
Organization. The “One ILO Connect” communications campaign involved most departments
and offices, and helped bring the ILO together in the new hybrid work environment.

6. Senior management followed an adaptive management approach that accommodated
continuous adjustments based on information gathered from the field and through data
analysis. This approach required a willingness to re-evaluate and adjust decisions as the
situation evolved. Such decisions were made quickly: “The ILO was uncharacteristically agile”,
said one senior manager when interviewed.

Governance during the crisis

7. The ILO's governance systems were challenged during the crisis in unprecedented ways,
demanding speed, adaptability and new virtual processes, while preserving social dialogue.

8. Toguide the ILO's early response to the crisis and in view of the urgent action required, a four-
pillar policy framework was defined.® It was presented to the Governing Body at its
340th Session (October-November 2020). Notwithstanding some concerns that there had not
been prior constituent endorsement of the framework, the evaluation team found that it was
aligned with the ILO Centenary Declaration for the Future of Work and with the Programme
and Budget for 2020-21. Given the urgent need for action, the framework can be seen as a
response that recontextualizes an endorsed policy direction rather than changing it.

9. Despite reservations about the virtualization of governance systems, the constituents were
satisfied that the ILO’s response was appropriate and that the ILO had remained committed to
social dialogue throughout the crisis. Senior management demonstrated its continuous
engagement with the constituents, for example, by holding the Global Summit on COVID-19
and the World of Work in July 2020 and by holding, over many months, entirely remote
negotiations with constituents from 187 Member States, which led to the adoption by the

51LO, ILO’s Response to the Impact of COVID-19 on the World of Work: Evaluative Lessons on How to Build a Better Future of Work

after the Pandemic - A Synthesis Review of Evaluative Evidence, 2022.

5The four pillars are: stimulating the economy and employment; supporting enterprises, jobs and incomes; protecting
workers in the workplace; and relying on social dialogue for solutions. See ILO, A Policy Framework for Tackling the Economic
and Social Impact of the COVID-19 Crisis, ILO Policy Brief, May 2020.


https://www.ilo.org/wcmsp5/groups/public/---ed_mas/---eval/documents/publication/wcms_824659.pdf
https://www.ilo.org/wcmsp5/groups/public/---ed_mas/---eval/documents/publication/wcms_824659.pdf
https://www.ilo.org/wcmsp5/groups/public/%40dgreports/%40dcomm/documents/briefingnote/wcms_745337.pdf
https://www.ilo.org/wcmsp5/groups/public/%40dgreports/%40dcomm/documents/briefingnote/wcms_745337.pdf

» GB.346/PFA/7(Rev.1) 7

C.

International Labour Conference at its 109th Session (2021) - also held in a virtual format - of
the Global Call to Action for a human-centred recovery from the COVID-19 crisis that is
inclusive, sustainable and resilient.

Resourcing the crisis response

10.

11.

12.

The Organization understood the need for budget flexibility and introduced innovative and
proactive measures to allow an agile response at all levels, including the adaptation of regular
budget and development cooperation funds. The ILO reached out to its funding partners to
brief them on the ILO’s actions in response to COVID-19 and on the situations in the field, and
to discuss how projects might be adapted.

The high-level evaluation found that, for those expenditures it could track, 7 for the biennium
2020-21, the total expenditure of extra-budgetary resources associated with actions in
response to COVID-19 was US$180.7 million, 8 most of which came from extrabudgetary
development cooperation contributions and from the regular budget supplementary account
(US$162 million). Almost half of the total regular budget technical cooperation funds were also
allocated for this purpose.

Africa and Asia and the Pacific are the regions that reported the most expenditure associated
with policy actions in response to COVID-19 (over US$58 million) (figure 1).

» Figure 1. Regional breakdown of trackable expenditure associated with policy actions in

13.

14.

response to COVID-19, 2020-21 (in percentages)

Latin America and the Caribbean 13
Europe and Central Asia 17
Asia and the Pacific 32
Arab States 5
Africa 32
‘ ‘ ‘ ‘ ‘ ‘
0 10 20 30 40 50

Projects were adapted to their new circumstances, often through the use of virtual delivery
methods and by revising training content, to emphasize responses to COVID-19, especially with
regard to occupational safety and health (OSH). Evidence was found of extensive changes
made by the ILO to programme strategy and services to redefine beneficiary targets, extend
geographic coverage or add new products and services. New voluntary contributions, totalling
US$672.5 million, were also secured in 2020-21 (a 15 per cent decrease compared with
2018-19).

Human resources management played a vital role in ensuring business continuity. The ILO
adapted quickly, establishing new systems, equipping staff to work remotely and ensuring

7 Expenditure figures relate to country programme outcomes with a narrative on achievements relating to the response to

COVID-19. The expenditure covers multiple actions that include, but do not exclusively address, the response to COVID-19.
These results are therefore a proxy of the ILO’s expenditure on the response to COVID-19.

81In 2020-21, the ILO's overall expenditure was US$1,104.6 million. See ILO, ILO Programme Implementation 2020-21,
ILC.110/Report I(A), 2022.


https://www.ilo.org/wcmsp5/groups/public/---ed_norm/---relconf/documents/meetingdocument/wcms_842804.pdf
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D.

16.

17.

18.

E.

workplace safety. However, the speed of the ILO's crisis response in the field was raised as a
concern in interviews and surveys. Delays in funding approvals and in accessing technical
specialists to meet increased COVID-19-related demand presented difficulties, which were only
resolved in some cases by using expertise mobilized from repurposed ongoing or newly
approved development cooperation projects. Some opportunities were lost due to this slow
response.

Supporting the constituents during the crisis
15.

The ILO’s capacity-building work pivoted to address the needs of employer and business
membership organizations (EBMOs) to survive and to provide value to their members in the
crisis. A more centralized approach was used, which focused on producing global products to
respond to COVID-19 that could be customized at the country level, including policy advocacy
support, business continuity and support tools, local survey instruments (for example,
420 surveys were conducted in 50 Member States), and online training (for example, EBMOs in
27 Member States were reported to have scaled up virtual training). Information on global
COVID-19 policy responses was shared (including via the ILO's COVID-19 portal). The
programme and budget results exceeded the targets, but the constituents said that more
needed to be done to strengthen the value proposition offered by EBMOs to their members
(such as support for innovative member retention strategies).

The ILO shared global good practices in trade union responses and in maintaining social
dialogue during the crisis. It organized online training and webinars at all levels; established a
video staging site to guide trade unions on social dialogue and on ways to assist the most
affected workers; ran the biennial Academy on Social Dialogue virtually; developed a new
module for the Industrial Relations Global Toolkit on strengthening industrial relations in times
of crisis; and developed new services to support workers in tackling COVID-19-related
challenges, including through new digital tools and increased online media presence.
Programme and budget targets were not met, and a digital divide was identified as a
contributing factor, highlighting the need for face-to-face engagement with workers.

The needs of labour administration and social dialogue institutions changed as Member States
sought guidance on crisis response policies and practices. The ILO supported the capacity-
building of labour administration staff, the development of policies and protocols to monitor
compliance with legislation to ensure a safe return to work, and the development of policy and
guidance on working hours and fundamental principles and rights at work. Support for
government COVID-19 responses was also provided across many other policy areas.

The Turin Centre played a central and much-expanded role in building constituent capacity to
meet in innovative ways the many new challenges brought on by the pandemic. Its strategic
shift to virtual delivery was accelerated during the pandemic, tripling its outreach. An
evaluation conducted by the Turin Centre in 2021 reported knowledge acquisition and
application rates that were similar to or higher than those reported in previous evaluations.

Contributing to the United Nations response
19.

The ILO's technical expertise, normative role and ability to produce authoritative labour market
data during the pandemic enhanced its profile and engagement within the United Nations (UN)
system, which resulted in it taking on a key role in shaping the UN's socio-economic response
framework. This does not seem to have led to a corresponding increase in access to UN
COVID-19 response funds, however, especially at the country level. Some noted that the ILO
often struggled at the country level to be included in UN country team proposals and
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20.

approaches. At the subregional and country levels, it was reported that participation in joint
projects with several UN partners often proved to be unsatisfactory, as the funding was
insufficient to justify the substantial staff inputs required.

The ILO’s elevated profile led to new partnerships and commitments that could take the
Organization beyond its regular programmes in terms of scope and scale. This raises questions
about its resourcing and capacity to deliver, especially at the country level. These challenges
are heightened by the extremely ambitious support scenarios implied by many broader UN
initiatives, most notably the Global Accelerator on Jobs and Social Protection for Just
Transitions, in which the ILO plays the lead role.

The ILO’s policy action in the pandemic: High-level findings

21.

22.

A.

24.

The ILO began considering policy responses before the pandemic was formally declared and,
to avoid mistakes from previous crises, shaped its framework to promote a human-centred
recovery. ®

The ILO's initial four-pillar policy framework shaped its work through the early stages of the
pandemic. Inspiring global action through a true tripartite agreement was the next step and,
following consultation with the constituents, the Global Call to Action was formally adopted by
the International Labour Conference at its 109th Session (2021).

The ILO’s immediate response - Knowledge and policy guidance
23.

The ILO promptly produced knowledge products to guide the constituents. In the first
18 months of the pandemic, more than 170 COVID-19-related publications were produced.
These were aligned with the policy framework and included 20 sectoral briefs to assist the
constituents in assessing the impact of the pandemic and highlight existing ILO instruments
to help sustain enterprises and protect workers. Reviewing the available programmes, policy
interventions, reports and information produced by other international organizations and
countries helped shape the ILO’s knowledge products to support the constituents.

In the early stages, there was a lack of coordination in knowledge product output, and
questions were raised about the relevance of some products. Web analysis and surveys among
the constituents revealed that some ILO knowledge products attracted significant interest. This
was especially the case with the ILO Monitor on COVID-19 and the world of work series (see
figure 2). It was found that 20 per cent of the ILO’s COVID-19-related publications accounted
for 70 per cent of all downloads. The surveyed constituents from Europe and Central Asia, Latin
America and the Caribbean, and Asia and the Pacific found the policy guides and tools
prepared by the ILO to be more useful than those from Africa and the Arab States did.

9 Evidence from the synthesis review points to the adaptation or repurposing of activities towards the post-pandemic recovery
in 26 per cent of the sampled projects.
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» Figure 2. Number of downloads of the most accessed policy publications

25.

World Employment and Social Outlook 2021: The role of digital labour platforms in transforming

ILO Monitor series (1-8) 143083
Global Wage Report 2020-21
Youth and COVID-19: Impacts on jobs, education, rights and mental well-being
Impact of COVID-19 on the construction sector
Prevention and Mitigation of COVID-19 at Work Action Checklist
COVID-19 and the impact on agriculture and food security
the world of work
ILO Standards and COVID-19 (coronavirus)
COVID-19 and the health sector
World Employment and Social Outlook: Trends 2021

COVID-19 and the tourism sector

A safe and healthy return to work during the COVID-19 pandemic

COVID-19 and the education sector 20661

Working from home: From invisibility to decent work 20277

Conducting COVID-19 impact assessment surveys: Guidelines and template 19429
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More attention was given to the coordination of knowledge products after the
Director-General called for a more focused approach and a review process was introduced
involving the Deputy Director-General for Policy (DDG/P), the Department of Communication
and Public Information and the Director-General's Office. Some highlighted how this more
focused approach improved internal coherence. Innovative methods such as “nowcasting”
were also highlighted - the ILO Monitor being the prime example.

B. Action promoting inclusive economic growth and employment

26.

27.

28.

29.

30.

The pandemic had severe effects on jobs, enterprises and skills that were felt in different ways
around the world. The ILO had to accommodate this diversity.

Rapid assessments of the country-level impact of COVID-19 were conducted in 47 countries.
Results were reported to have directly influenced national employment policies in several
countries and were used by employers and trade union organizations to inform their members
and as a foundation for dialogue with government.

A global survey that examined the experience of young people in the pandemic - including job
loss and decline of working hours, effects on education and training, and mental health -
received global attention.

A tool was developed and applied in 14 countries to assess reskilling and upskilling needs in
response to the COVID-19 crisis. Capacity-building courses for technical and vocational
education and training institutions were delivered remotely via the Turin Centre and
CINTERFOR.

The threat of enterprise failure was seen as a priority. The ILO scanned global best practices in
supporting enterprises, distributed weekly updates and produced recommendations to
support the constituents and knowledge products to directly support enterprises.
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31.

C.

33.

34.

35.

36.

37.

38.

D.

The programmes and services of the ILO’s Enterprises Department (ENTERPRISES) contributed
to the ILO’s response and were adapted to ensure continued delivery. For example, the
Sustaining Competitive and Responsible Enterprises (SCORE) programme introduced new
modules in business continuity planning and OSH; value chain analyses were conducted to
support recovery; a rapid assessment tool was introduced to measure impacts in the informal
economy; COVID-19 resources related to responsible business conduct were developed; and a
new training programme, Sustainable and Resilient Enterprises (SURE), was developed in
partnership with the Bureau for Employers’ Activities to strengthen the resilience of small
businesses.

Action promoting the protection of all workers
32.

The promotion of labour standards to protect workers' rights was crucial, and the ILO made
significant contributions to the reinforcement of these rights by playing a facilitating role in
social dialogue and coordinating action to promote adherence to international labour
standards.

The ILO strongly supported the constituents’ work to promote OSH during the pandemic,
culminating in the confirmation of OSH as one of the fundamental principles and rights at work
by the International Labour Conference at its 110th Session (2022). The ILO's established
authority in the field of OSH was reinforced among stakeholders and UN agencies, and the ILO
facilitated coordination between ministries of labour and health on infectious disease control
measures.

The Better Work and Safety and Health for All flagship programmes, through the Vision Zero
Fund subprogramme, successfully pivoted to guide COVID-19 workplace safety and mitigation
measures, reaching the garment, agriculture, construction and other sectors.

The ILO contributed to reports on global estimates on both child labour and forced labour,
warning of a reversal of progress on child labour among already vulnerable populations, and
called for universal social protection to help end child labour. Ongoing programmes to combat
child labour provided immediate support to affected communities.

Assessments of the impact of COVID-19 on informal economy workers were conducted in
15 countries and guidance was disseminated on reaching informal workers with COVID-19
safety measures. The ILO capitalized on the elevated attention being paid to the issue to
accelerate national policy action on formalization.

The ILO refocused migrant worker support services to increase safety and human rights
protection at destination and strengthened support for reintegration, notably through its
programmes in Asia and the Pacific.

The ILO documented the disproportionate impacts of COVID-19 on women and vulnerable
groups, for example, with research and advocacy briefs on the care economy, violence and
harassment and the inclusion of diverse groups in COVID-19 mitigation. However, resources
devoted to mitigating the pandemic's impacts on women workers and vulnerable groups at
the country level were mainly delivered through existing programmes, such as OSH and labour
standards compliance projects, rather than new initiatives.

Action promoting universal social protection
39.

The pandemic exposed the urgent need to build universal, comprehensive, adequate and
sustainable social protection systems. Member States introduced social protection measures
during the COVID-19 pandemic, but many were temporary and insufficient. With social
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40.

41.

42,

43.

44.

46.

protection elevated on the agenda of governments, demand for ILO support increased. For
instance, annual requests to strengthen unemployment protection schemes increased from
5 pre-pandemic to 29 in 2020.

The ILO reported 70 results on outcome 8 during the 2020-21 biennium. Most of these were
achieved in Africa, followed by Asia and the Pacific, and the Americas. The effectiveness of the
ILO's' social protection response to COVID-19 was rated more positively by the surveyed
constituents from Asia and the Pacific than those from other regions. In November 2021, the
ILO launched a regional strategy for Africa to support the constituents in their efforts to extend
social protection coverage, with the aim of extending at least one social protection benefit to
40 per cent of the continent’s population by 2025.

The ILO supported Member States in identifying needs and gaps, and in conducting
assessments of the impact of the crisis in all regions, guided by social dialogue and the ILO
normative framework. Existing programmes were adapted and new support was mobilized to
reflect a shift in priorities towards building robust social protection systems able to respond to
crises.

The ILO became involved in emergency cash transfer measures, giving itself an entry point to
steer more sustainable system-building approaches based on ILO principles, including social
dialogue. The ILO played a central role in shaping joint UN COVID-19 responses that led to the
delivery of cash transfers and temporary wage subsidies in 20 Member States. However, in
some countries, the funds were only partly disbursed. Some noted that working in this area
required speed and agility rooted in a strategic intent, an operating framework and
organizational capacities that the ILO may currently lack.

The ILO contributed towards national social protection strategies and legislation; promoted
the integration of contributory and tax-funded measures to extend coverage; improved
information management systems; and supported financial sustainability checks and
feasibility studies on the extension of coverage, including to workers in the informal economy.
The crisis highlighted the need for social protection to adequately consider the risks that hit
communities at large and could jeopardize governments’ capacity to develop social protection
in normal times.

The ILO supported social protection interventions for vulnerable groups, including informal
workers, refugees, migrants, people with disabilities and those living with HIV. Over half of the
ILO’s COVID-19-related social protection interventions were reported to have contributed to
gender equality.

Aligning ILO action with UN and global responses, including the Sustainable
Development Goals

45.

Although the call for greater multilateral collaboration expressed in policy statements has
stimulated partnerships at the field level and high-level agreements, these have so far
generated only a small proportion of the UN funding required for the COVID-19 recovery.

Calls for new models of development financing have highlighted the ILO’s relatively limited
capacity in this field. The UN Secretary-General has emphasized the need to move forward with
whole-of-government approaches, not just engaging ministries covering social, labour and
environmental areas but ensuring that ministries of finance are fully engaged in the recovery
process as well. To achieve this, the ILO will need greater expertise in applying a whole-of-
government approach to economic and financial planning. The ILO also lacks the human
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47.

48.

49.

50.

resources to manage the workload associated with the many new cooperation agreements
and partnerships, especially at the country level.

Agreements include the United Nations Development Programme-ILO Framework for Action,
which prioritizes actions between the two partners that would increase synergy, and other
global and regional partnerships with the United Nations Children’s Fund; the United Nations
Entity for Gender Equality and the Empowerment of Women (UN-Women); the World Health
Organization; and the United Nations Educational, Scientific and Cultural Organization. Despite
the new impetus provided by the pandemic for improved collaboration and policy coherence
between multilateral agencies, barriers and disincentives remain.

The ILO played a prominent role in high-level meetings of the G7, the G20 and the BRICS
countries (Brazil, Russian Federation, India, China and South Africa), and in drafting the Just
Transition Declaration, which was endorsed by more than 30 nations at the 26th Conference
of the Parties to the United Nations Framework Convention on Climate Change, held in
Scotland in October-November 2021. In February 2022, a three-day ILO Global Forum for a
Human-centred Recovery addressed the need for multilateral policy coherence, which
catalysed additional commitments from various parts of the UN and the multilateral system.

At the country level, the ILO was reported to have influenced over 120 plans within the UN
framework for the immediate socio-economic response to COVID-19, although it is difficult to
substantiate this or to estimate the degree of influence achieved.

The Global Accelerator for Jobs and Social Protection for Just Transitions, launched by the
UN Secretary-General and the ILO, aims to create at least 400 million jobs and extend social
protection floors to the 4 billion people currently not covered. The scope and scale of the
initiative have huge resource implications for the ILO and for the UN system.

Key findings by evaluation criteria

A.

51.

Relevance

Key finding 1: The ILO's management and governance systems adapted well to changed
circumstances, ensured that constituent engagement and support were maintained, and introduced
new systems to allow staff to continue to work.

Key finding 2: Coordination to develop policy guides and knowledge products was initially lacking,
but this was addressed, and some guides and products proved to be of global relevance.

Key finding 3: In the crisis phase, the ILO worked with its constituents to promote safety and health
at the workplace, developed resources to support employment and enterprise continuity, and
influenced and helped implement emergency social protection measures. Gender-specific and anti-
discrimination initiatives were included in this work.

The ILO's overall institutional response enabled the Organization to adapt to a dramatically
altered operational landscape and to reinvent the way it delivered services to its constituents.
The situation called for quick management decisions, often with imperfect information, and a
willingness to change course as the situation evolved. Constituent engagement remained the
highest priority and continued through virtual meetings and conferences. New systems and
processes were introduced to ensure that ILO staff were safe and could continue to work. The
ILO gave relevant support to workers’ and employers’ organizations as they grappled with the
crisis, including in respect of addressing OSH issues, maintaining continuity of services for their
members, and enhancing their relevance through new tools and resources.
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B.

52.

53.

54.

55.

56.

57.

The four-pillar policy framework set out a relevant programme logic that was sequenced
initially to facilitate understanding of and to address the immediate effects of the pandemic on
the world of work, and then to contribute to a human-centred recovery underpinned by social
dialogue and international labour standards.

While there was some over-enthusiasm in the generation of policy guides and knowledge
products in the early stages, this was soon addressed. Some guides and products, especially
the ILO Monitor and the many sectoral and employment papers, proved to be relevant at a
global level, while COVID-19 OSH resources and the guidelines produced to support countries
in conducting rapid assessments of the pandemic impacts, were applied locally.

As the synthesis review showed, existing development cooperation projects were generally
able to remain relevant. Global programmes and interventions could more readily adjust
delivery mechanisms and respond to new priorities than could smaller, one-off projects, which
did what they could within their scope.

The ILO worked with its constituents to promote safety and health at the workplace, developed
resources to support enterprise continuity, and influenced and helped implement emergency
social protection measures. Towards the goal of leaving no one behind, major programmes -
such as the Better Work and Safety and Health for All flagship programmes, enterprise
programmes (including support for women entrepreneurs and cooperatives) and the migrant
workers portfolio - integrated gender-specific and anti-discrimination initiatives. In some
countries, COVID-19 response projects and social protection interventions supported
employment and skills development for women, persons with disabilities, refugees, people
living with HIV and indigenous communities.

As demonstrated by the synthesis review, the ILO’s recovery actions are currently under way.
Evaluating their relevance is complicated by a number of factors: the pandemic is still ongoing;
there is a variance in recovery rates and countries' capability to respond; and the world is
dealing with new crises, including war, supply chain disruptions, and energy and food
shortages. In this context, the ILO’s actions will need to remain responsive to continuous,
unpredictable change, and not just respond to the damage left by the pandemic.

Coherence

Key finding 4: The pandemic led to some improved collaboration and policy coherence in the ILO.
Collaborative structures and multidisciplinary work teams were established to good effect, with the
four-pillar framework focusing effort and creating synergies.

Key finding 5: Internal teamwork and more frequent engagement between headquarters and the
field were enhanced by the increased use of virtual meetings.

Key finding 6: Work in the pandemic continued to cohere with social dialogue principles and with
international labour standards.

Key finding 7: New collaboration opportunities with UN agencies and multilateral partners emerged,
but more work and resources are needed if their potential is to be realized. In the field, high-level
agreements did not always translate to a more prominent role for the ILO.

The high-level evaluation found that the pandemic played a catalytic role in improving internal
collaboration and policy coherence. The synthesis review found that the pandemic had created
a “new imperative for the ILO to work as one” and had “led to strengthened internal
collaboration”. There was a perception that, when faced with a crisis, the ILO had an inherent
capacity to break out of its silos and galvanize around a common cause. Examples were given
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of this crisis-induced esprit de corps, such as the collaborative effort required to produce the
ILO Monitor.

However, collaboration did not just spontaneously “break out” across the Organization. For
example, the production of policy papers and guides became better coordinated after a call
from the Director-General for stronger coherence and visibility in the production pipeline, and
for enhanced focus and usefulness of the knowledge products. The ad hoc review process of
COVID-19-related knowledge products proved to be effective overall and was found to be an
improvement over the previous publication review process. Some regretted that this process
was not sustained and institutionalized after 2020.

Paradoxically, the physical distancing imposed as a result of COVID-19 may have also helped
bring the ILO closer together. More frequent and responsive virtual engagement between
headquarters specialists and staff and constituents in the field similarly improved
organizational coherence, even though it increased workload. Virtual meetings of Global
Technical Teams were held more regularly to discuss COVID-19 impacts and to collectively
develop responses. ENTERPRISES even organized, through the Turin Centre, a virtual
Sustainable Enterprises Exhibition to “unlock synergies and scale effects” in the department’s
work, and to develop a new high-level policy strategy.

The ILO worked to ensure that its institutional governance and policy responses were based
on tripartism and supported by international labour standards, which were used as a “decent
work compass” for the ILO’s response. Examples included support for a coherent tripartite
response to the crisis faced by maritime workers and the updating of the Maritime Labour
Convention, 2006, as amended, the COVID-19-related work on the health and tourism sectors,
and the addition of OSH as a fifth category of fundamental principles and rights at work. Policy
actions cohered with the Centenary Declaration and programme and budget, and broadly
aligned with country programme outcomes and Decent Work Country Programmes (DWCPs).

New mechanisms for coherence and collaboration with other UN agencies and multilateral
partners emerged, but will require substantial work, and more resources, to realize benefits.
High-level agreements and collaborative mechanisms were established in the UN system but,
at the country level, the ILO was not always able to play as prominent a role as it would have
liked, even if it was the logical and mandated agency to do so. Its relative lack of resources at
the country level, particularly in non-resident countries, was reported to restrict the scope of
its activities. Successful examples and lessons learned from joint UN projects linked to the
Multi-Partner Trust Fund are found in the synthesis review.

Effectiveness

Key finding 8: The Office’s planning and reporting systems did not adequately track its COVID-19
response. Adjustments were made to these systems, but results were poorly reported.

Key finding 9: Innovative knowledge products were cited as being highly influential and elevated the
ILO’s profile as an authoritative source of labour market data.

Key finding 10: Good results were identified across all the key policy areas in supporting both national
policy development, and programmes and measures to address the immediate impacts of the crisis.

The ILO was only partially successful in adapting its planning and reporting systems to track
its COVID-19 response and measure its effectiveness. Making sense of programme and budget
performance reports in their coverage of the COVID-19 response was especially challenging.
Tracking adjustments were made to the monitoring and reporting system, but results were
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often poorly reported. In the end, the ILO decided to maintain its existing approach, tweaking
its planning and reporting systems to capture some COVID-19-related detail, but largely
reporting as usual on programme and budget results. This approach resulted in 45 per cent of
projects being identified as contributing to the COVID-19 response in the report on ILO
programme implementation 2020-21 (figure 3). '°

» Figure 3. Contribution of results to the COVID-19 response, total and by region
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Qualitative reporting of the ILO's pandemic response, both within the report on ILO
programme implementation 2020-21 and in documents presented to the Governing Body,
showcased highlights of the ILO’s work, but said little about “lowlights” - aspects of this work
that were ineffective. Such deficiencies in reporting were acknowledged by staff interviewed,
who often stressed the importance of getting it right next time.

Evaluation procedures were updated and protocols were produced to ensure continued
accountability and learning from evaluations. ' The synthesis review was carried out in three
phases and results were published for each phase to provide real-time learning on the
effectiveness of the ILO's operations in responding to the effects of the pandemic.

The ILO made great efforts to support employers’' and workers’ organizations in continuing to
operate and service their members during the crisis. In high-level evaluation case study
countries, the constituents were positive about the effectiveness of these efforts, highlighting,
for example, the value of information shared on international practices, guides for members
on OSH, telework and online payments; and support for improved policy advocacy and the
maintenance of social dialogue.

91LO, ILO Programme Implementation 2020-21.

"ILO, Implications of COVID-19 on Evaluations in the ILO; and ILO, Protocol on Collecting Evaluative Evidence on the ILO's COVID-
19 Response Measures through Project and Programme Evaluations, 2020.


https://www.ilo.org/wcmsp5/groups/public/---ed_mas/---eval/documents/publication/wcms_757541.pdf
https://www.ilo.org/wcmsp5/groups/public/---ed_mas/---eval/documents/publication/wcms_757541.pdf
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The high-level evaluation found examples of effective policy actions. Knowledge products were
an early focus, and while measuring their effectiveness is difficult, some were innovative and
were cited as being influential. The ILO’s knowledge output elevated its profile as an
authoritative source of labour market data, and its outreach, public engagement and media
coverage grew substantially.

Work in support of inclusive economic growth and employment allowed the effects of the
pandemic on national labour markets to be better understood, with insights incorporated into
national employment policies and programmes, youth employment strategies, enterprise
support measures, sectoral responses, skills systems and support for vulnerable groups. Work
supporting the protection of all workers helped the constituents to implement theirimmediate
COVID-19 responses in the field of OSH, including in the most-affected sectors and
occupations, to tackle the negative effects of the pandemic on fundamental principles and
rights at work, on informality, and on women and vulnerable workers. Universal social
protection was given new prominence, and the ILO used its policy expertise to support new
coverage in several countries (including for vulnerable groups and women), and to position
the ILO with international financial institutions and in the UN system to further expand this
work. Within the UN and the multilateral system, collaborative project efforts had mixed
results, but the ILO has forged new agreements and partnerships that could enhance results
over the long term.

Efficiency

Key finding 11: The ILO quickly reinvented its service delivery model, achieving efficiencies of scale in
supporting the constituents, as well as logistical, financial, environmental and time efficiencies.

Key finding 12: Budget flexibility allowed adaptations while maintaining accountability, and funding
partners were open to project adjustments. Some inefficiencies were reported in the speed of the
mobilization of resources, including human resources.

Key finding 13: Major programmes (such as the Better Work flagship programme and the SCORE
programme) were generally better able to make delivery adjustments than smaller, one-off projects
were.

The ILO managed the crisis in an efficient and timely way, reinventing its service delivery
model, defining a coherent policy framework and asserting its position as a global authority
on the pandemic’s effects on the world of work. The digitization of its services was accelerated,
enabling it to achieve efficiencies of scale in the delivery of constituent support - as well as
logistical, financial, environmental and time efficiencies - through remote engagement and
less travel. The ILO established new systems, equipping staff to work remotely and ensuring
workplace safety. New intervention models were introduced that streamlined support to the
constituents (for example, the development of global products that EBMOs could adapt for
local use). The right balance between face-to-face and remote servicing will need to be struck
as pandemic restrictions ease, but it was generally agreed that the ILO would not return to its
pre-pandemic mode of operation. The ILO's human resources management response played
avital role in ensuring business continuity, though delays in staff mobilization were sometimes
raised by staff and the constituents as an obstacle to a timely response.

At the governance level, the ILO was able to adapt its mechanisms for decision-making and
constituent engagement, and achieved some new efficiencies that could be continued. Other
engagement with the constituents, including at the International Labour Conference, was also
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efficiently maintained online, although some countries reported difficulties in connecting, due
to ILO access procedures or inadequate local internet access.

The ILO established procedures to support budget flexibility while still maintaining
accountability. Funding partners were briefed, and they proved to be open to the changes the
ILO proposed. Project staff in countries were not always able to adapt their projects to their
new circumstances as fully as they would have liked, but they were generally able to adjust
delivery modes and some outputs efficiently and to reasonable effect.

Impact and sustainability

Key finding 14: Although it will take time for the impacts of the ILO's COVID-19 response work to be
fully revealed, the Organization took advantage of the renewed impetus for reform in some key policy
areas to rapidly advance its agenda - the inclusion of a safe and healthy working environment in the
ILO’s framework of fundamental principles and rights at work is one example.

Key finding 15: The Global Accelerator on Jobs and Social Protection for Just Transitions could also
have transformative impacts, but these will depend on strong partnerships and will require
substantial financing.

Key finding 16: Openness to the adaptive management approach used during the pandemic needs
to be maintained, especially - but not exclusively - in crisis situations.

Measuring the impact and sustainability of the ILO's policy actions will require more time.
However, having received a “wake-up call" on aspects of the Decent Work Agenda, many
countries are now more alert to the need for action. Progress in respect of impacts is already
evident in some areas, where the pandemic has given further emphasis to ongoing ILO
advocacy efforts. A prime example is the inclusion, at the 110th Session (2022) of the
International Labour Conference, of a safe and healthy working environment as a fifth
category of rights in the ILO’s framework of fundamental principles and rights at work.

There is also renewed impetus for cooperation between the ILO and other UN agencies,
multilateral partners and international financial institutions that could allow the reach and
scale of the ILO's efforts in these areas to be extended. The Global Forum for a Human-centred
Recovery, held in February 2022, added to this impetus. The ILO has conducted substantial
groundwork for the Global Accelerator on Jobs and Social Protection for Just Transitions, which
may have huge impacts on the development of social protection systems and employment.
But it is still in its early days and, given the resource constraints and continuing collaboration
barriers, these impacts may not materialize. As has been seen in some policy areas, such as
ensuring a just transition, there can be a major gap between stated policy goals and what can
actually be delivered on the ground.

The ILO has emerged from the initial crisis phase of the pandemic with experience in adapting
its operations quickly. The transferability of this experience is never certain, as every major
disruption brings unique challenges. What can and should be sustained is an openness to the
adaptive approach that the ILO has employed during the COVID-19 pandemic. Such an
approach was by no means guaranteed, and a more conservative “wait-and-see” response
might easily have been adopted exactly at the time when the ILO needed to step forward. As
one Department Director said: “We were lucky to have good leadership, but we need to
formalize this approach. We need a statement of ‘this is what we do’ and not just hope for the
best.”
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Overall assessment

74.

Figure 4 presents the evaluation team’s overall assessment of the ILO’s response to the

implications of COVID-19 (2020-22).

» Figure 4. Evaluation of the ILO’s response to the implications of COVID-19 (2020-22):
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unsatisfactory.

Note: Based on several criteria, specific scoring sheet available from EVAL upon request.

Lessons learned

75.

76.

77.

78.

79.

New work practices can enhance the interaction of headquarters with the field and its
understanding of the lived experience of the constituents and programme beneficiaries. This
can lead to a more practical and less academic approach, improving relevance, effectiveness
and potential impact.

The pandemic forced the ILO to produce agile and innovative responses in its service delivery.
Now, the Organization is better placed to encourage a culture of continuous improvement that
follows this approach.

The crisis response showed that leadership and putting in place the right collaborative
structures can improve organizational coherence and break down silos. The leaps taken in the
development of the ILO’s technological capacity can facilitate this.

The digital delivery of ILO services offers the opportunity to expand reach and scale, but there
is a digital divide, especially in low-income countries, and the accessibility of these services
needs to be considered.

The monitoring and reporting of crisis response actions, which by nature are conceived and
implemented quickly and outside normal planning time frames, need to be improved.
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80. The pandemic will have an enduring effect on the ILO's service delivery approach, reducing
travel and allowing engagement with the constituents more regularly and directly through
online means. However, in-person missions still bring many benefits in addition to those
achieved by online contacts.

81. Before the pandemic, OSH was mainly associated with industrial safety and hygiene, such as
the prevention of occupational accidents. The pandemic has highlighted additional
dimensions, such as mental health in the workplace, which have not received sufficient
attention.

Recommendations

Recommendations concerning the institutional response to COVID-19

Recommendation 1

82.

Continue to strengthen the capacity of the tripartite constituents to enhance and adapt
their services to contribute to the development of effective global, regional and national
post-pandemic recovery policies and actions.

Adjust the ILO Institutional Capacity Development Strategy to meet the needs of the
constituents in a post-pandemic world, ensuring that the constituents are as well equipped as
possible to develop policy responses and to offer innovative services related to the trends
accelerated by COVID-19. Emphasis could be placed, for example on: formalizing the use of
digital tools; developing teleworking policies and guides (including to build capacity to
influence legislation and to engage in collective bargaining on this subject); developing crisis
and risk management systems; protecting and enhancing employment opportunities for
vulnerable groups; strengthening the economic case for employment-rich investments,
particularly in the care, digital and green economies; sectoral recovery actions; improving
productivity and promoting innovation in enterprises; and curbing the spread of informality.
The Office should seek the right balance between online and face-to-face approaches to
capacity-building by assessing their comparative impacts and barriers to digital training.

Responsible units Priority Time implication Resource implication

Deputy Director-General for High Short-term Medium
Field Operations (DDG/FOP),

Bureau for Workers' Activities,

Bureau for Employers’ Activities,

DDG/P, Partnerships and Field

Support Department (PARDEV),

Turin Centre

Recommendation 2

83.

Develop an Organization-wide crisis response strategy encompassing both headquarters
and the field.

In addition to the ILO's current risk management and business continuity plans, use the
experience accumulated during the COVID-19 pandemic to develop an Organization-wide
crisis response strategy to deal with any future global calamity that might have far-reaching
and sustained impacts on service delivery. Emphasis should be placed on the importance of
adaptive management principles and the possible need to temporarily step away from
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established procedures (and associated risks) and devise a resource mobilization plan
(including human resources) or strategy for crisis situations to facilitate a rapid response to
country offices and national constituents in crises. The ILO should also urge regional and
country offices to review and adjust their existing business continuity and contingency plans
in the light of the lessons drawn at the local level regarding responsiveness to the COVID-19
crisis, which was uneven.

Responsible units Priority Time implication Resource implication

Senior Management Team, High Short-term High
DDG/MR, Strategic Programming

and Management Department

(PROGRAM), DDG/P, DDG/FOP,

Treasurer and Financial

Comptroller

Recommendation 3

84.

Expand and mainstream more broadly the approach to cross-departmental teamwork
demonstrated in the pandemic and continue the efficient and effective management and
governance practices that were introduced.

Building on the successful collaboration models introduced during the pandemic, establish
more structured mechanisms, driven by the Director-General and senior management, to drive
policy coherence and organizational synergy (such as cross-departmental work teams and
more frequent and structured interactions between policy portfolio directors and regional
directors). The ILO should also nurture Global Technical Teams as communities of practice and
mutual support. This focus on policy coherence would align with the institutional guidelines on
the next programme and budget. More broadly, the ILO should review any improvements in
efficiency and effectiveness that flowed from management and governance arrangements
introduced during the pandemic, with a view to formalizing their ongoing application post-
pandemic.

Responsible units Priority Time implication Resource implication
Senior Management Team, High Short-term Medium
PROGRAM

Recommendation 4

85.

Enhance the ILO’s capacity to monitor, report and evaluate crisis response actions that
are developed and implemented outside the normal programming cycle.

In the context of tracking the progress of human-centred recovery, the Governing Body has
stressed the need for “evidence-based assessments of the quantity, quality and social
inclusivity of the recovery at the country level and to examine how the recovery strategies can
be improved”. 2 However, this high-level evaluation found the ILO’s tracking of its own
COVID-19 response actions to be lacking. The ILO needs to develop a process to adequately
adjust plans when operational circumstances have been severely disrupted (for example, by
revising the theory of change, taking major disruptive risks into consideration). Reporting

12 GB.343/INS/3/2.


https://www.ilo.org/wcmsp5/groups/public/---ed_norm/---relconf/documents/meetingdocument/wcms_822347.pdf
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needs to clearly describe actions and their effects to respond immediately and to envision
recovery or structural change. Evaluation processes and their funding also need to better
capture the impact of crisis recovery actions by adopting a longer-term approach that allows
assessments to be made two or three years down the road, not just at the conclusion of
projects.

Responsible units Priority Time implication Resource implication
DDG/MR, DDG/FOP, PROGRAM,  High Medium-term Medium

PARDEV, Research Department,

EVAL

Recommendations concerning the ILO’s policy action during the pandemic

Recommendation 5

86.

Strengthen the institutional capacity of governments to respond to systemic crises
through universal social protection.

The Governing Body should re-emphasize the leadership role of the ILO in ensuring universal
social protection in the light of current and future crises, and support Member States in
implementing the Social Protection Floors Recommendation, 2012 (No. 202), and the
Employment and Decent Work for Peace and Resilience Recommendation, 2017 (No. 205). This
can be done, among other things, by building capacities to prepare and respond to systemic
crises and shocks through social protection measures that target, inter alia, vulnerable groups
and the informal sector. The Office should clarify how the Global Flagship Programme on
Building Social Protection Floors for All will contribute to adapting social protection systems to
new and emerging challenges. It should also provide details of the strategic position and
modalities under which it should offer at least the basic guarantees of income and health
protection to all, including women and vulnerable groups.

The ILO should clarify its role in emergency situations in this area and consider the importance
of having a seat at the table when a crisis strikes. The ILO's unique comparative advantages
should be promoted by UN resident coordinators and the ILO should collaborate with UN
partners and international financial institutions to shape a common understanding and vision
of shock-responsive social protection systems in interventions that are systemic and catalytic.
The ILO should continue to ensure strong leadership in the Global Accelerator on Jobs and
Social Protection for Just Transitions, including by: contributing to the mobilization of target
resources; leveraging its networks of constituents, the UN system and partners through
international social protection platforms such as the Social Protection Inter-Agency
Cooperation Board; and strengthening partnerships with international financial institutions
and ministries of finance.

Responsible units Priority Time implication Resource implication

Social Protection Department High Long-term Medium
(SOCPRO), DDG/P, DWTs and
country offices (COs), DDG/FOP
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Recommendation 6

87.

Continue to strengthen the constituents' capacities to sustain international labour
standards and fundamental principles and rights at work for workers, even during a
crisis, and develop inclusive, gender-responsive policies for the protection of workers in
insecure forms of work.

The impact of the crisis on health and care workers, and transnational workers in the transport
and maritime industries, exposed a lack of understanding of applicable international labour
standards in these highly exposed sectors. Together with its social partners, the ILO should
work with Member States to implement a whole-of-government understanding of the
obligations under the applicable Conventions and support policies that are applicable at all
times, especially during crises, that are rights-based and intersectional to protect key workers.

Responding to the urgent need to provide protection for emerging diverse forms of work, the
ILO needs to accelerate support for gender-responsive national legislation and labour
administration systems in respect of the protection of wages, working time, care
responsibilities, safety and health, the elimination of violence and harassment, and inclusive
access to social protection. The ILO should work with other development partners at the global
and national levels to address decent work deficits, paying special attention to those made
particularly vulnerable by the crisis.

Responsible units Priority Time implication Resource implication

International Labour Standards  High Medium-to-long-term  Medium
Department (NORMES), Sectoral

Policies Department, Governance

and Tripartism Department

(GOVERNANCE), SOCPRO, COs,

Conditions of Work and Equality

Department, DDG/P

Recommendation 7

88.

The ILO should more clearly integrate a just transition into its post-pandemic
employment and skills development strategies and actions, and use its experience and
expertise to implement approaches with maximum potential for impact. It should
pursue financing and delivery partnerships with organizations with resources to help
bring a just transition to scale.

A just transition needs to be incorporated into a broader range of the ILO's employment and
skills development strategies and actions in the post-pandemic recovery (including for young
people, women and vulnerable groups). While the high-level agreements, transition
guidelines, manuals and training courses already devised are all necessary, they are far from
sufficient. Countries considering just transition processes have found that the ILO has
committed very few resources in this area, and that available staff would be insufficient to
support the complex social dialogue necessary to generate support for radical change. The
surveys conducted as part of the high-level evaluation found that there was a strong
perception that the ILO was underperforming in this important area. In the absence of
sufficient ILO presence in-country, it is considered likely that other agencies will enter the
process, but with limited perspective, no tripartite mandate and inadequate experience.
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Responsible units Priority Time implication Resource implication

DDG/P, ENTERPRISES, High Long-term High
Employment Policy Department,

GOVERNANCE, Multilateral

Cooperation Department

(MULTILATERALS), SOCPRO

Recommendation 8

89.

The ILO should review its current capacity to deliver on the whole-of-government
approach and new models of development financing, focusing on the scale and
distribution of workload implied by its agreements as part of the UN COVID-19 response
(including with both UN and other multilateral organizations), and devise a prioritized
and specific plan to meet the resource requirements, including at the country level.

Calls for new models and higher levels of development financing have highlighted the ILO's
relatively limited capacity in this field, particularly with international development banks and
funds. The UN Secretary-General has emphasized the need to move forward with whole-of-
government approaches, not just engaging ministries covering social, labour and
environmental areas but ensuring that ministries of finance are fully engaged in the recovery
process as well. To achieve these ambitious goals, the ILO will need greater financing expertise.

Furthermore, the ILO currently lacks the human resources to manage the workload associated
with its many new cooperation agreements and partnerships, especially at the country level. If
these agreements are to deliver on the bold development results projected, the ILO will need
to scale up its operations and presence, particularly at the country level. It appears unlikely
that this can be achieved efficiently through the widespread use of short-term contract staff or
consultancies.

Responsible units Priority Time implication Resource implication

MULTILATERALS, PARDEV, High Medium- to long-term  High
PROGRAM, DDG/P, DDG/FOP,

Human Resources Development

Department (HRD)

Office response

Recommendation 1

90.

The Office takes note of the recommendation. The existing ILO Institutional Capacity
Development Strategy encompasses the means of action suggested by the evaluation. A
whole-of-Office approach will be applied in order to continue working to strengthen the
organizational, technical and institutional capacity of the tripartite constituents in line with this
strategy and based on their needs, and in line with the commitments established in the
programme and budget and other relevant strategies, including the Development
Cooperation Strategy 2020-25.
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Recommendation 2

91.

The Office welcomes the recommendation and plans to explore how it can organize its
resources (human and financial) to rapidly respond to crisis situations and build an institutional
high-level response management system, with a permanent oversight body that will have the
capacity to deal with both global and national crises. It will be comprehensive and include both
headquarters and field-level staff, and cover operational as well as policy and programmatic
issues, directing its attention to crisis preparedness, response and recovery support for the
tripartite constituents.

Recommendation 3

92.

The Office welcomes the recommendation. Work has started on developing policy coherence
across technical and thematic areas in view of the elaboration in process of the Programme
and Budget proposals for 2024-25. The Office plans to review existing global institutional
mechanisms such as the Global Technical Teams in order to optimize internal governance in
view of relevance and efficiency.

Recommendation 4

93.

The Office welcomes this recommendation. The Programme and Budget for 2022-23 was
designed as a comprehensive framework for a human-centred recovery from the pandemic.
Building on the implementation of the programme during the current biennium, the ILO will
explore mechanisms to further improve the adaptive programming, monitoring, reporting and
evaluation of actions undertaken to respond to sudden crises that disrupt regular operations,
to be included in the Programme and Budget proposals for 2024-25.

Recommendation 5

94.

The Office welcomes the recommendation, which is aligned with the resolution concerning the
second recurrent discussion on social protection (social security) adopted by the International
Labour Conference at its 109th Session (2021). The Global Flagship Programme on Building
Social Protection Floors for All includes a thematic area on the adaptation of social protection
systems to new and emerging challenges, which will: frame the further development of
knowledge on the application of the Recommendation No. 202 in emergency contexts; provide
technical assistance to the constituents to implement Recommendation No. 205; and facilitate
the ILO’s engagement with partners, including those in the UN system and international
financial institutions.

Recommendation 6

95.

The Office welcomes this recommendation, pointing to the importance of raising awareness
among government ministries of international labour standards, including through UN
country teams and ILO flagship programmes, and noting that the response required is beyond
the sole remit of ministries of labour. The Office will continue to work with the ILO's
constituents and relevant line ministries, as well as with various agencies and networks in the
multilateral system, using mechanisms such as the Global Accelerator on Jobs and Social
Protection for Just Transitions and the Equal Pay International Coalition, to build universal
social protection systems and enhance investments in care infrastructures and services to
improve the working conditions of vulnerable workers in the informal economy and provide
guidance on labour and social protection for platform workers. The Office will strengthen the
application of relevant international labour standards and other sector-specific standards,
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guidelines and tools, in particular in key sectors such as the education, health, maritime and
transport sectors.

Recommendation 7

96.

The Office welcomes the recommendation to increase ILO country-level and operational
support on a just transition for enterprises, workers and communities. The ILO has the
mandate, policy frameworks and tools and approaches to support countries considering just
transition policies, measures and processes leading to the creation of decent work, in
particular youth employment. The ILO will increase its internal capacity and keep expanding
partnerships with other UN agencies, regional development banks and local entities, and
leverage further climate financing through the Green Climate Fund to achieve greater impact.

Recommendation 8

97.

The Office takes note of this recommendation and will consider it as an input for the
development of a Global Social Justice Coalition, in the implementation of the Global
Accelerator on Jobs and Social Protection for Just Transitions, and in the formulation of the
Programme and Budget proposals for 2024-25.

» Part Il. The ILO’s programme of work in Central Asia (2018-22)

Purpose and scope

98.

The independent high-level evaluation of the ILO's programme of work in Central Asia
examined the extent to which the ILO’s programmes in Central Asia are effectively serving as
instruments to achieve the Organization's Decent Work Agenda. The evaluation team
interviewed 68 individuals (26 women and 42 men) from various stakeholder groups. Country-
based evaluation team members in Tajikistan and Uzbekistan facilitated focus group
discussions with 17 beneficiaries of ILO training programmes. The evaluation team developed
short surveys to gather complementary qualitative and quantitative data from two groups of
evaluation stakeholders: ILO staff involved in programmes in Central Asia, and the tripartite
constituents in each country.

Summary of findings

A.

Relevance

Key finding 1: Overall, the constituents in Central Asia perceived that the ILO’s assistance aligned with
their priorities. In particular, they expressed strong appreciation for the speed, flexibility and
adaptiveness of the ILO’s assistance to meet unanticipated needs emerging from the COVID-19
pandemic.

Key finding 2: The ILO aligned its assistance effectively with the decent work constraints identified by
the constituents during consultations and policy dialogue. There were some apparent gaps in the
ILO’s assistance programmes; examples included a lack of progress in addressing the issue of forced
labour in Turkmenistan, as well as in addressing the issues of safe labour migration and
entrepreneurship, and enterprise development generally.

Key finding 3: The ILO was responsive to its national counterparts’ needs for data and policy advice
in all five countries in Central Asia. Notably, the ILO Decent Work Technical Support Team and Country
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B.

99.

Office for Eastern Europe and Central Asia (DWT/CO-Moscow) was quick in developing knowledge-
sharing activities on the COVID-19 emergency response and recovery and adapting its programme
delivery modes to COVID-19-related restrictions.

Key finding 4: The ILO also responded effectively to COVID-19-related public health concerns and the
pandemic’s effects on employers and workers, by providing useful OSH guidance and facilitating
opportunities for tripartite dialogue on ways to deal with the negative consequences of public health
restrictions on livelihoods and enterprise sustainability.

To different degrees by country and by issue, the ILO was diligent in tackling identified
constraints to decent work in Central Asia. The significant focus of country programmes on
core labour standards, in response to numerous observations by the ILO’s supervisory bodies,
demonstrated relevance and effective priority-setting. Similarly, the ILO's assistance in
meeting the tripartite constituents’ needs emerging from the COVID-19 pandemic showed
speed and adaptiveness to unanticipated events, which is an exceptional achievement for a
large organization.

Coherence

Key finding 5: Surveys, diagnostics and analytical reports produced by the ILO on many topics
supported the recommendations made by the Organization’s own experts and helped guide national
priority- setting and policies. The ILO's technical assistance and use of local experts also contributed
to enhancing the research capabilities of national counterparts, albeit to a somewhat limited extent.

Key finding 6: In both countries with DWCPs (Tajikistan and Uzbekistan), the ILO capitalized on past
cooperation and new programme development processes to align and embed the Decent Work
Agenda in larger development plans and policies. In Uzbekistan, synergies between DWCPs and the
country's ambitious reform agenda since 2018 have led to stronger policy dialogue and cooperation
between the ILO and national stakeholders. In countries without DWCPs, especially Kazakhstan and
Turkmenistan, the ILO was still able to engage in dialogue and constituent capacity-building on
priority decent work issues, albeit on fewer issues and with more limited scope.

Key finding 7: The ILO’s proactive efforts to raise the awareness of its social partners of the
Sustainable Development Goals and UN agency mandates, as well as to educate UN resident
coordinators on the ILO’s tripartite structure and mandate, were successful in ensuring the
integration of decent work concerns in UN Sustainable Development Cooperation Frameworks
(UNSDCFs) in the subregion. Through coordination and joint projects, the ILO actively collaborated
with other UN agencies and development partners on social protection, resulting in the greater
coherence of assistance programmes, particularly on social protection.

100. The ILO effectively used DWCP formulation (in Tajikistan and Uzbekistan only), policy dialogue,

research activities and partnerships to align its assistance with national development
strategies and priorities, as well as with the efforts of UN and other international development
partners. The ILO's research effectively addressed the deficit of data and analysis on labour
issues that characterized the subregion, and contributed to greater understanding of decent
work constraints, particularly on the labour market effects of COVID-19. Considering the long
list of policies and laws that were influenced by the ILO's research activities, the Organization’s
expertise in labour-related research methodologies emerges from this evaluation as being one
of its important comparative advantages. The ILO also contributed usefully to UN reforms
towards more tightly aligned country-level cooperation through its active participation in the
development of UNSDCFs and thematic coordination groups, as well as through joint projects.
Its dedication to collaborative work on strengthening social protection deserves particular
recognition.
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C.

D.

Effectiveness

Key finding 8: The ILO contributed to many noteworthy results in Central Asia in the areas of
combating child labour, forced labour and trafficking; strengthening legal protections for freedom of
association; developing employment and social protection policies and action plans; and adopting
improved vocational training assessment, planning and curriculum development methodologies.

Key finding 9: The ILO's attention to its cross-cutting policy drivers resulted in the ratification by
Central Asian countries of ten ILO Conventions, strengthened social dialogue mechanisms, and the
integration of measures to support gender equality and non-discrimination in national policies.
However, the results on environmental sustainability were few in number and showed relatively low
levels of progress.

Key finding 10: The ILO and ILO constituents identified many factors that either helped or hindered
the effectiveness of country programmes. Key success factors included access to the ILO’s technical
expertise, the active participation of the national constituents, strong ILO management, the effective
use of ILO research and well-designed interventions. Identified constraints included: the varying
capacity of social partner institutions, the varying political will for reforms, economic or political
instability, and COVID-19-related delays. The evaluation also highlighted many specific factors that
contributed to Uzbekistan's emergence as an ILO success story, such as the relationship of trust with
the constituents, including with high-level decision-makers within the Government, the alignment of
programmes with an active reform agenda, and alliances with civil society activists.

Key finding 11: The work of ILO specialists and national coordinators was highly appreciated by the
national constituents and partners. Nevertheless, the constituents and some partners, as well as ILO
staff, attributed the delays in programme implementation, limitations in accessing expertise and
reductions in the ILO's influence within the UN country team to the ILO’s thin in-country presence and
related management arrangements.

101. The ILO contributed substantially and effectively to Decent Work Agenda reforms in multiple

102.

workstreams. The ILO’s work in Uzbekistan - in particular, its contributions to strengthening
national efforts to combat child labour and forced labour in cotton growing - stands out for its
depth and overall effectiveness. The ILO effectively integrated most cross-cutting policy
drivers, except for environmental sustainability, in its programmes. The ILO’s work on social
protection was particularly rigorous in mainstreaming gender equality and non-discrimination.

On success factors, the bedrock of the ILO's contributions to decent work reforms in Central
Asia was the breadth and depth of its technical knowledge, as well as the dedication of its in-
country staff. Nevertheless, the positive effects of the former were in some cases diminished
by the significant workload spread over relatively limited personnel numbers and in-country
representation.

Efficiency

Key finding 12: Despite the ILO’s relatively limited presence in most countries and its lean
management structure overall, the constituents perceived that they had received high-quality
technical assistance. The move to online modes of assistance to cope with COVID-19 restrictions was
a positive factor in increasing the accessibility of ILO expertise.

Key finding 13: From 2018 to 2021, the ILO's technical assistance and development cooperation
activities in Central Asia produced 48 results towards programme and budget and country
programme outcomes. Overall, the contributions of Central Asian countries to total country
programme outcome results in the region were outsized relative to the budget. With about 15 per
cent of the regional budget, Central Asia contributed to about 25 per cent of the reported results.
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Key finding 14: During the evaluation period, the DWT/CO-Moscow strategically used ILO
unearmarked technical cooperation funds to address the comments of the supervisory bodies on
fundamental issues, especially in Kazakhstan and Kyrgyzstan. Regular budget supplementary account
funds and regional and global projects over which the ILO had greater discretionary powers also filled
gaps in bilateral donor funding for Kyrgyzstan and Tajikistan.

103. The ILO was successful in achieving measurable results, despite having relatively small

budgets in most Central Asian countries. It did so by focusing its resources on high-priority
issues, on the policy and knowledge dimensions of problems that were well aligned with its

available human resources and on areas where the ILO added value. Results-based

management approaches, especially as embedded in the DWCP, were a positive factor driving

the ILO's strategic planning; however, the limited monitoring of DWCP progress restricted the

use of performance data in subsequent decision-making.

Impact

Key finding 15: The ILO contributed to numerous Decent Work Agenda higher-level positive
outcomes in Central Asia, which included: reductions in the prevalence of child labour and forced
labour; strengthened national responses to human trafficking; improved real and potential growth in
exports; greater protection of workers’ labour rights through inspection and worker representation;
and improved protection for vulnerable populations during economic shocks and downturns.

Key finding 16: By clearly identifying priorities and desired outcomes and outputs, DWCPs in
Tajikistan and Uzbekistan were largely effective as a results-based approach to decent work
promotion. However, the choice of indicators and use of targets, as well as activities to monitor
progress against outcomes, were relatively weak.

104. The ILO has noted the many high-level outcomes to which it has contributed in Central Asia in

105.

recent years. These have led to measurable, positive improvements in the lives of working
people, the effectiveness of labour market institutions, and real and potential economic
benefits for the most diligent reforming countries.

Results-based management approaches, especially as embedded in DWCPs, were a positive
factor driving effectiveness; however, weak DWCP progress monitoring limited the
identification and understanding of outcomes.

Sustainability

Key finding 17: One of the main strategies used by the ILO to promote sustainability was building the
constituents’ awareness, capacity and ownership of the Decent Work Agenda reforms. The ILO's
awareness-raising and capacity-building activities reached diverse audiences in significant numbers
and resulted in its tripartite partners and others gaining greater understanding of international
labour standards, more frequent and effective tripartite social dialogue, and improved capacity by
employers’ and workers’ organizations to represent their members' interests. The ILO used many
good practices to increase the effectiveness of its training activities in changing participants’ policies
and practices; examples include South-South and triangular cooperation, participative approaches
and “learning while doing”.

Key finding 18: The ILO also contributed to the institutionalization of some of the positive outcomes
of its technical cooperation programmes by mainstreaming international labour standards in policies,
legal frameworks and institutional mandates. Notable examples include: labour law reforms; the
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development of national strategies on employment, social protection and skills; and efforts to
institutionalize third-party monitoring (Uzbekistan).

Key finding 19: Many of the ILO’s interventions were primarily focused on policy formulation, with
relatively limited direct support. To date, many policies have yet to be fully endorsed by the
Government or to have their implementation initiated. Moreover, while countries can reasonably
expect continued support from ILO specialists, the outlook for improved resource mobilization is
mixed.

106. The ILO diligently identified and implemented strategies to promote the sustainability of
country programme outcomes and impacts. It was especially successful in creating capacity
and ownership for Decent Work Agenda reforms among its national-level constituents and in
mainstreaming reforms in country policies and laws. These important successes
notwithstanding, the significant role played by Central Asian governments in policy
implementation in a frequently changing political landscape poses an obvious risk. Moreover,
the relatively short duration of ILO support - especially in newer and complex workstreams,
such as minimum wage-setting, employment, social protection and skills programmes - poses
a significant threat to the sustainability of the Organization’s initial successes in the absence of
follow-on support. In this context, the ILO’s ability to maintain and potentially expand technical
assistance through regionally based specialists and technical cooperation programmes is an
important asset.

Overall assessment

107. Figure 5 presents the evaluation team'’s overall assessment of the ILO’s performance in
implementing its programme of work in Central Asia (2018-22).

» Figure 5. Evaluation of the ILO’s programme of work in Central Asia (2018-22): Ratings by
evaluation criterion

Relevance
Coherence
Effectiveness
Efficiency

Impact

Il

Sustainability

Overall - ]

o
-
N
w
N
vl
)]

6 = Highly satisfactory, 5 = Satisfactory, 4 = Somewhat satisfactory, 3 = Somewhat unsatisfactory, 2 = Unsatisfactory, 1 = Highly
unsatisfactory.
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Recommendations

Recommendation 1

108. The ILO should continue to consult the findings of the supervisory bodies to determine gaps
in the integration or implementation of Conventions as an input for the design of technical
cooperation activities. Furthermore, overcoming the concerns raised by these bodies should
be high on the priority list of ILO country programmes in Central Asia.

Responsible units Priority Time implication Resource implication

DWT/CO-Moscow (including High Medium-term Variable
workers' and employers’

specialists), Regional Office for

Europe and Central Asia

(RO-Europe and Central Asia),

NORMES

Recommendation 2

109. The ILO should continue efforts in all Central Asian countries to strengthen freedom of
association in law and in practice. It should strengthen its support and cooperation in respect
of safe labour migration, entrepreneurship and enterprise development in the subregion,
building on its experiences and good practices in other regions. ILO should capitalize on all
opportunities to combat forced labour in Turkmenistan’s cotton industry.

Responsible units Priority Time implication Resource implication

DWT/CO-Moscow (including High Medium-term Medium
workers' and employers'

specialists), RO-Europe and

Central Asia, NORMES

Recommendation 3

110. The ILO should reinforce efforts to educate partners on the role and importance of
international labour standards in Central Asia’s economic development. To do so, it should:

e continue to leverage its active participation in UN country teams and in the UNSDCF
development process, as well as in policy dialogue with international finance institutions;

e continue to promote the inclusion of the social partners in UN country-level efforts towards
achieving the Sustainable Development Goals; and

e document and highlight successful outcomes and the related spillover benefits achieved in
Uzbekistan, to encourage reforms in other countries in Central Asia and beyond.

Responsible units Priority Time implication Resource implication

DWT/CO-Moscow (including Medium Medium-term Low
workers' and employers’

specialists), RO-Europe and

Central Asia, NORMES
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Recommendation 4

111. The ILO should continue to engage in research on labour topics. To increase ownership and
strengthen the capabilities of national institutions and experts, it should reinforce its
collaboration with national institutions and experts in Central Asia.

Responsible units Priority Time implication Resource implication

DWT/CO-Moscow, RO-Europe Medium Medium-term Low
and Central Asia

Recommendation 5

112. Capitalizing on results to date, the ILO should endeavour to mobilize additional resources from
donors so that it can continue to provide its support to national counterparts in Central Asia,
especially in the areas where it has successfully provided policy advice but implementation
support is needed. While all resource allocation decisions should be based on the outcomes of
stakeholder consultations, areas that appear to require follow-up support include wage-
setting mechanisms, improving public employment services, social protection and skills
development. The ILO should:

e prioritize workstreams and countries where the constituents demonstrate their
commitment to decent work reforms by officially validating ILO-supported policy documents
and action plans, allocating national budgets, and beginning implementation; and

e continue its efforts to develop and diversify its partnerships in Central Asia as part of its
resource mobilization strategy.

Responsible units Priority Time implication Resource implication

DWT/CO-Moscow, RO-Europe High Short- and medium-term Variable
and Central Asia, PARDEV

Recommendation 6

113. Moving out of the pandemic period, and based on pre- and post-pandemic evaluation findings
and other lessons learned related to its field structure, the ILO should:

e continue to use and invest in online technologies for capacity-building programmes and for
country-level coordination and policy dialogue, making more selective use of face-to-face
missions necessitating international travel;

e re-examine earlier evaluations and decisions regarding where to post regular budget-
funded specialists, including the advantages and disadvantages of basing all DWT specialists
in the same country; it should consider issues such as how best to facilitate access to
expertise and teamwork among specialists, differences in political will for decent work
reforms in the subregion, and practical logistical issues; and

e assess the national coordinator management model, which seems to have been successful
in Central Asia, for ways to improve it in countries where it is already used, and consider
whether and how to replicate it in other countries, in the subregions and elsewhere where
the ILO has non-resident status.
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Responsible units Priority Time implication Resource implication

DWT/CO-Moscow, RO-Europe High Short-term Low
and Central Asia, HRD

Recommendation 7

114.

Based on evaluation findings and similar findings from past high-level evaluations, the ILO
should strengthen DWCP monitoring activities in Tajikistan and Uzbekistan, by improving the
formulation and monitoring of programme indicators and indicator targets. In Uzbekistan, the
ILO should support the tripartite constituents in establishing a more formal DWCP monitoring
mechanism.

Responsible units Priority Time implication Resource implication
DWT/CO-Moscow, EVAL, Medium Short-term Low
PROGRAM

Office response

Recommendation 1

115.

The Office agrees with this recommendation. The comments of the ILO’s supervisory bodies
remain a priority for the Office in terms of technical assistance and engagement in
Turkmenistan (on forced labour) and Kazakhstan (on freedom of association). Support for
other areas of ILO work is conditional on progress being made in addressing the comments of
the supervisory bodies in these countries.

Recommendation 2

116.

The Office agrees with this recommendation. Freedom of association remains essential for all
countries in Central Asia and consistent funding over the medium to long term is important to
ensure sustained efforts in this regard.

Recommendation 3

117.

118.

The Office agrees with this recommendation. Policy dialogue with international financial
institutions will continue to take place at the country level in Tajikistan and Uzbekistan to
strengthen policy coherence between those institutions and ILO Conventions on labour
inspection. Efforts are also being pursued through UN regional coordinators and donor
partners at the country level to elaborate consistent messaging.

Initiatives are ongoing to ensure the more active and systematic participation of the social
partners in actions for the achievement of the Sustainable Development Goals, particularly in
UN country planning and programming processes. This builds on a special effort in the region
to provide entry points for the social partners, informing all regional coordinators in the region
of the specific value added by the ILO to the work of the UN country teams.

Recommendation 4

119.

The ILO agrees with this recommendation. The Office will identify key research topics based
on consultation with its tripartite constituents and its own analysis.
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Recommendation 5

120. The ILO agrees with this recommendation. The ILO will continue designing new resource
mobilization strategies and modalities and establishing new partnerships. Voluntary funding
partnerships for earmarked contributions involve the convergence of national priorities and
needs, the development agendas of funding partners and ILO capacity.

Recommendation 6

121. This recommendation is welcome and indeed the ILO is emerging from the COVID-19 crisis
with a sense that is better able to balance face-to-face missions with complementary online
(virtual) support. There are, however, types of events that are connected to high-level political
attendance and at which sensitive issues need to be discussed and solved.

122. The possibility of outposting, either from headquarters or from DWTs, one or a limited number
of regular budget core positions in a duty station for a period of time has been positively tested
in situations of crisis (for example in the Arab States region). The Office will obviously need to
balance the advantages of this approach with the potential risk of depleting the technical
expertise of DWTs.

123. The national coordinator model has proven to be a very useful one in non-resident countries.
The national coordinator role has increasingly been linked to interaction with the UN country
team in situ as well, adding to the complexity of the functions.

Recommendation 7

124. The ILO agrees with the recommendation. In the case of Uzbekistan, the ILO will finalize the
DWCP implementation plan together with the constituents. In Tajikistan, the results of the
implementation of the DWCP are discussed at the annual meeting of the National Tripartite
Committee for Decent Work. The ILO will work on strengthening the capacity of the
constituents to monitor DWCP implementation.

» Draft decision

125. The Governing Body requested the Director-General to take into consideration the
recommendations of the two independent high-level evaluations presented in document
GB.346/PFA/7(Rev.1) (paragraphs 82-89 and 108-114) and to ensure their appropriate
implementation.



