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As part of our commitment to accountability and learning, Oxfam will share conclusions 
and recommendations from evaluations. Internally we will share with relevant 
stakeholders, ensuring that they have an opportunity to participate in discussion of 
those results in meaningful ways. We will also publish the evaluation reports on our 
website in accessible language.  
 
As a rights-based organization, accountability, particularly to the communities we seek 
to serve, is of the highest importance to us. For Oxfam, accountability requires Oxfam to 
regularly and honestly assess the quality of its work, share and learn from its findings 
with primary stakeholders, and apply that learning in future work. 
 
Note that a very limited number of sections of the evaluation which pertain to the 
strategies of ongoing campaigns and collaborations have been redacted to protect the 
confidentiality of those strategies.  None of the findings, recommendations and 
conclusions have been altered. 
 

 

 

 

 

 

 

 

 

 

 

 

 

This is an evaluation of Oxfam America’s Decent Work Program. The program has been operating in the United States of 

America since 2009 and this evaluation covers the work undertaken between 2009 and 2014. 

The major evaluation activities took place between June 10, 2014 and August 15, 2014. The evaluation was carried out by 

the Improve Group through a competitive process and reflects the findings as reported by them as validated with 

stakeholders. The evaluation was managed by Kimberly J. Miller, Monitoring, Evaluation & Learning / Project Officer for 

the United States Regional Office (USRO) from Oxfam America, and commissioned by Maliha Khan, Director of the 

Learning, Evaluation & Accountability Department (LEAD) from Oxfam America.  

For additional information regarding the evaluation Terms Of Reference, please refer to the report appendices. 
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EXECUTIVE SUMMARY 

OVERVIEW OF PROGRAM 

Oxfam America (OA) recognizes that many low-wage workers in the US experience 

human rights violations. The primary goal of Decent Work Program is that low-wage 

workers in the rural Southeast (particularly people of color, immigrants and women) 

working in agriculture and food systems realize their rights to, ensured and enforced by 

government and industry, organize and bargain collectively, receive fair compensation, 

have safe and respectful working conditions, experience gender equity, and have 

freedom from workplace discrimination.1 Decent Work Program is comprised of three 

main strategies: 1) the Supply Chain Campaign 2) the Multi-Stakeholder Initiative 3) and 

Policy. 

  

OBJECTIVES OF THE EVALUATION 

1. Evaluate the effectiveness of the Supply Chain Campaign strategy  

2. Evaluate the effectiveness of the Multi-Stakeholder Initiative strategy  

3. Evaluate the effectiveness of the Policy strategy 

4. Surface any unintended consequences (positive or negative) by program 

strategies 

5. Evaluate OA’s effectiveness in its program partnerships 

6. Evaluate OA’s effectiveness working as a social actor and grantmaker 

7. Assess the program’s progress against its theory of change 

EVALUATION METHODOLOGY 

The Improve Group, a third-party evaluator, used a mixed methods approach to conduct 

this evaluation by reviewing and analyzing internal financial, reporting and program 

operations documents for evidence of achieving program effectiveness complemented 

with a stakeholder analysis relying primarily on interview data. A total of 31 interviews 

were conducted, which included: 12 OA staff, 15 partners, and 4 farmworkers  

                                                
1. Oxfam America. “Decent Work Program Strategy Paper 2009 - 2018.” May 2009.
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SUMMARY OF FINDINGS/CONCLUSIONS 

The Supply Chain Campaign/Worker Organizing strategy has met many of its indicators 

of success, namely through the benefits provided by the Farm Labor Organizing 

Committee (FLOC) union. Many farmworkers who have H-2A guestworker visas have 

been positively impacted by FLOC’s worker organizing through their increased use of the 

grievance mechanism; they have experienced improved working conditions and are 

receiving all of the money they earn. Moreover, farmworkers under FLOC’s union 

contract have access to benefits such as the seniority clause2 and workers 

compensation. Effective elements of the Supply Chain Campaign strategy include: 

targeting British American Tobacco, the A State of Fear report, signing-up workers to 

participate in the union, and the credibility and legitimacy that OA brings as a funder 

and partner. Despite these substantive efforts, questions of effectiveness remain: 1) it is 

unclear whether farmworkers have been fully empowered through this strategy and 2) 

leadership development of farmworkers has shown mixed results.  

The Multi-Stakeholder Initiative (MSI) strategy has led to the creation of an 

organization, the Equitable Food Initiative (EFI) that is already shaping the industry using 

a label certification strategy. Two farms have been certified and 9 farms have 

implemented the EFI leadership training program. These farms are located in three 

countries: the United States, Mexico and Canada. Factors identified as effective in this 

strategy are: having a company like Costco come to the table; consensus among 

partners – farmworker organizations as well as the private and nonprofit sectors; and 

discovering the private sector is concerned enough with food safety to invest in 

farmworker training. On the flip side the organizational structure of the EFI has made 

processes slow and bureaucratic.   Maintaining the EFI also requires a substantial 

amount of resources.    

 

The Policy strategy has focused on policies to protect and enhance the rights of 

farmworkers. Successes include the campaign to reverse the George W. Bush 

administration’s midnight regulations3 that has led to improved working and living 

conditions as well as higher wages for H-2A guestworkers. Another success was 

achieving campaign objectives to increase enforcement of Wage and Hour policy 

through the Department of Labor (DOL) hiring 250 additional inspectors. Further, the 

Weeding Out Abuses report gave the DOL a recommendation that they have 

implemented – the “Hot Goods” injunction – which was used in various cases to force 

farms to pay farmworkers what they were owed. Though it appears that the policy work 

                                                
2.  The seniority clause states that currently employed workers will be given preference for jobs in the following year, according to W.K. Barger and 

Ernesto Reza in the Farm Labor Movement in the Midwest: Social Change and Adaption Among Migrant Farmworkers. 

3
 At the end of his presidency in 2008 George W. Bush issued a record number of so-called “midnight regulations” in which 

dozens of new rules that diminished worker safety, polluted the environment, promoted gun use and curtailed abortion 

rights were issued. 
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holds promise, Decent Work Program cannot fully claim success until further evidence 

of change in low-wage workers’ lives has actually been measured. 

The Theory of Change played out differently than OA anticipated as the three strategies 

have operated somewhat independently rather than together to achieve results. The 

original theory of change posited that that Supply Change Camping/Worker Organizing 

strategy would lead to: 1) consumer pressure; 2) shifts in public perceptions regarding 

social responsibility and fair treatment of workers; 3) multiple agreements in the food 

industry and 4) the desire for growers/industry to create a more uniform set of 

standards.  Then MSI would create a set of standards that were widely accepted and 

practiced, followed by food industry actors working towards policy to maintain fair 

competition.    

 

Ultimately what happened was that movement on the supply chain front took a turn 

and two of the three campaigns OA had originally intended to partner with were no 

longer in the picture. Tobacco campaigns and union organizing became the focus of this 

effort.  Food industry partners and farmworker advocates were more excited than 

predicted about the Multi-Stakeholder Initiative strategy and this strategy took off.  

Meanwhile, the political climate was not supporting the policy strategy, and policy 

efforts emerging from the MSI strategy have yet to evolve.  

 

Multiple strategies within one theory of change is typical for most programs. This 

evaluation reveals that there may potentially be three separate theories of changes in 

operation at the same time.  There is also a perception that the multiple underlying 

assumptions about change held by the actors  involved may not always be entirely 

complementary. 

 

Oxfam’s Role as a Social Actor is well-received when OA lends credibility, is a co-author 

on reports, and offers resources. This role is viewed less positively in circumstances 

where partners experience an imbalance of decision-making power, especially if that 

power differential is not acknowledged or addressed. 

 

RECOMMENDATIONS 

Recommendation 1: OA should set a strategic direction that lattices strategies and 

coordinate efforts as a “backbone” organization and add value to partner 

organizations as a “social actor.”  

 Choose a focused direction that emphasizes quality, high-contact support so as 

to eliminate the sense of disparate programming. This could be achieved by 

implementing at least two strategies in the same industry (e.g., multi-

stakeholder and supply chain campaign strategies).  
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 Explore whether the opportunity exists to use supply chain campaigns and other 

methods of grassroots organizing to build public will for an initiative after 

engaging in the multi-stakeholder process. Determine ways to provide 

additional support to supply chain campaigns, such as how OA could help create 

a modernized version.  

 Engage in further conversation and create an action plan of how to address the 

issue of working on a rights issue that is intertwined with immigration policy. 

When AgJOBS did not pass, OA decided not to continue to push the 

administration on this issue. Workers without documentation are among the 

most vulnerable sub-populations in the United States.  

 As OA develops its advocacy strategy, but before securing funding, it could 

assess the adequate level of funding needed by advocacy organizations for 

effective lobbying for the predetermined strategy. Taking on the role of a 

coordinating “backbone” organization, it could determine which other funders 

are giving grants that can be used for lobbying and collaborate with them to 

ensure the organizations have sufficient funds. Ideally the advocacy 

organizations would co-create these efforts with OA and all parties would 

ensure the efforts directly support the work being done through other 

strategies.  

Recommendation 2: OA should consider how it wants to stay connected to initiatives 

that spin off or are no longer funded by OA. 

 Given OA will still “have a hand” in EFI, OA should advocate for funding, or 

consider providing funding towards additional support for the EFI Leadership 

Development Team. This component of EFI appears to be most aligned with 

Decent Work Program goal as well as the underlying assumption that 

farmworkers will play an active part in reshaping their working conditions.  

Recommendation 3: OA should continue to focus on developing its public identity as a 

social actor.  

 Institutionalize practices around transparent decision-making by creating a 

protocol for explaining to partners the circumstances under which OA must 

make a final call. For instance, OA may be accountable to its funders in ways 

that are not clear to partners, and this should be openly communicated 

preemptively. This could be implemented through a RACI chart or a 

communication plan.  
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 Consider creating a “public narrative”4 to support OA staff in articulating the 

transformation from grant-maker to social actor to partners and other 

stakeholders in a common language. This could be as simple as talking points 

that convey the reasons for making the shift and explain that working 

collaboratively across sectors is a prime example of how the shift might affect 

OA’s day-to-day operations. It should contextualize the shift within the larger 

movement towards cross-sector, collaborative work.  

 Continue to create opportunities for genuine co-strategizing within and across 

strategies, ideally at the onset of the program. Research shows successful 

implementation occurs when all players are informed of the theory.  

Recommendation 4: OA should ensure that future partner organizations are open to 

working collaboratively and are equipped with the resources and mindset to create 

authentic change by implementing capacity assessments or other collaboration 

inventories.  

 If collaborative work is a pre-condition to selecting partners and strategies, OA 

should make this apparent to grantees from the beginning. Given some 

organizations may not be versed in this approach to program implementation; it 

may be beneficial to provide OA’s rationale and examples of strategies that have 

successfully incorporated collaborative methods. One useful tool for assessing 

partner organizations’ readiness for collaborations is the Wilder Collaboration 

Factors Inventory.5  

 In selecting future partners, OA should be intentional about assessing partners’ 

organizational readiness to take on the strategy. They should consider issues 

such as the following in making their assessment: whether leadership is ready to 

collaborate; whether the partner has the resources to implement the strategy; 

whether partner’s other funding streams are compatible with the strategy; 

whether they are ready to work with OA if it continues to serve as a backbone 

organization in the future; and whether retailers are ready to address what they 

might find with increased transparency if relevant to future strategies.  

Recommendation 5: When revisiting the Theory of Change, OA should consider 

making strategy-specific logic models in future program implementation plans.  

                                                
4. Ganz, Marshall. "Public Narrative, Collective Action, and Power." Leading Change Network. N.p., n.d. Web. 22 Aug. 2014. 

<http://leadingchangenetwork.org/files/2012/05/Public-Narrative-Collective-Action-and-Power.pdf>. 

5. Wilder Research. Collaboration Factors inventory. Website: <https://www.wilder.org/Wilder-Research/Research-Services/Pages/Wilder-

Collaboration-Factors-Inventory.aspx> 
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 It is common for a theory of change to have several logic models that articulate 

the various pathways by which each distinct strategy contributes to the long-

term goal.  

 Separate process indicators from outcome indicators. While there is value in 

having process indicators as they address how successful implementation has 

been, outcome indicators are focused on program impact. In creating logic 

models process indicators will be separated and labeled “outputs”. Short-term, 

intermediate and long-term outcomes will have a separate and distinct set of 

indicators potentially making monitoring and evaluation easier.  

 Develop a shared definition of success by co-defining indicators. Many of the 

terms used frequently to describe Decent Work Program, such as “leadership 

development”, “empowerment” and “partnership” can be implemented to 

varying degrees.  

Recommendation 6: OA should reflect upon EFI’s success in cultivating a collaborative 

spirit, having substantial resources and involving OA as a social actor. 

 Designate substantial time to build trust. Depending on how often the group 

meets, the personalities involved and the history between the organizations 

involved, this could take anywhere from a few months to more than a year. This 

process should be intentionally facilitated with portions of the convening 

dedicated to the purpose. Initially a lateral decision-making structure should be 

used; however, after trust has been built a more hierarchical decision-making 

structure may be more useful.6  

 Create a marketable pitch to the private sector. Determining that food safety 

was the vested interest of the retailers during EFI was critical to its success. 

However, the concept of “food safety” could have been more attractive with a 

more thorough investigation of the precise language that should be used when 

approaching potential partners.  

 Establish clear guidelines around roles and what is required of partners to 

participate. There should be measures in place to hold members accountable to 

guidelines.  

 Create a guide based on experiences with EFI. Address what would be done the 

same and what would be done differently in future initiatives. Include details 

                                                
6. Bryson, John, Barbara Crosby, Melissa Stone, and Emily Saunoi-Sandgren. "Designing and Managing Cross-Sector Collaboration: a Case 

Study in reducing traffic Congestion." The Business of Government. N.p., n.d. Web. 22 Aug. 2014. 

<http://AgJOBS.AgJOBS.umn.edu/centers/slp/transportation/bicycling_nonmotor/pdf/DesigningandManagingCross-SectorCollaboration-

Brysonetal.pdf>. 



 

7 

 

such as the guidelines of the lateral decision-making structure. OA has many 

resources that could serve as the foundation for this type of guide, such as 

Annual Impact Reflection reports.  

 Have conversations and develop an action plan to reduce the red-tape at OA. 

Determining how to expedite processes is especially important if Decent Work 

Program plans to pursue future cross-sector work with the private sector. 

Recommendation 7: OA should turn to its peers like the Strive Initiative in Cincinnati 

for lessons on building capacity as a “backbone organization”, as informants and 

document review did not adequately address this developing role.  

 Backbone organizations are seemingly in their developmental phase, and thus 

best practices are still emerging. A hallmark backbone organization is the Strive 

Initiative in Cincinnati. The Greater Cincinnati Foundation and the nonprofit 

evaluator FSG have conducted in-depth research on the topic and found that 

they pursue six common activities: 1) Guide vision and strategy, 2) Support 

aligned activities, 3) Establish shared measurement practices, 4) Build public 

will, 5) Advance policy, and 6) Mobilize funding.7  

Recommendation 8: OA should be sure gender is adequately addressed in 

implementation efforts, as gender equity is a top priority for OA and there was not 

sufficient evidence of attention to gender issues in the first five years of Decent Work 

Program. 

 Begin with a Gender Equality Capacity Assessment Tool like the one developed 

by the United Nations Women Training Centre. The Capacity Assessment Tool is 

a way to assess the understanding, knowledge and skills that a given 

organization and their staff have on gender equality and women's 

empowerment, and on the organization’s gender architecture and gender 

policy.  

 

                                                
7. Turner, Shiloh, Kathy Merchant, John Kania, and Ellen Martin. "Understanding the Value of Backbone Organizations in Collective Impact: Part 2 

(SSIR)." Understanding the Value of Backbone Organizations in Collective Impact: Part 2. N.p., n.d. Web. 22 Aug. 2014. 

<http://AgJOBS.ssireview.org/blog/entry/understanding_the_value_of_backbone_organizations_in_collective_impact_2>. 
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INTRODUCTION 

OXFAM AMERICA (OA) 

“Oxfam America is a global organization working to right the wrongs of poverty, hunger, 

and injustice. As one of 17 members of the international Oxfam confederation, they 

work with people in more than 90 countries to create lasting solutions. OA saves lives, 

develops long-term solutions to poverty, and campaigns for social change.”8 “OA has 

been programming in the rural southeastern United States through its US Regional 

Office (USRO) for nearly twenty-five years to alleviate poverty and promote social 

justice and human rights.9  

ABOUT DECENT WORK PROGRAM 

OA acknowledges that the farmworker occupation is one of the unhealthiest and 

underpaid in the US. The industry is also comprised of a substantial immigrant 

workforce that is vulnerable to marginalization and exploitation. OA’s Decent Work 

Program was created to address these concerns.  In 2006-2007 all of OA’s long-term 

programs, including Decent Work Program, transitioned from a grantmaking enterprise 

to a program where OA implements strategies such as private sector engagement, 

advocacy, policy, communications and research.  In 2009 OA articulated the program’s 

Theory of Change.  The assumptions implicit in the Theory of Change are:   

If supply chain campaigns and worker organizing were the focus of the program then:  

 together they would create consumer pressure by shifting public expectations 

regarding corporate social responsibility for fair treatment of workers, then 

 consumer pressure would lead to agreements with some buyers on fair labor 

treatment, then 

 different types of agreements would exist across the food industry, then 

 buyers, growers and/or the industry would want to compete under the same 

rules and have less complex compliance procedures, then 

                                                
8. Oxfam America. Inside Oxfam America.<http://www.oxfamamerica.org/explore/inside-oxfam-america/> 

9. Oxfam America. “Decent Work Program Strategy Paper 2009 - 2018.” May 2009. 
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 buyers, growers and/or the industry would become open to creating one set of 

labor standards, then 

 buyers, growers and/or the industry would motivate each other to join a multi-

stakeholder initiative, then 

 the Multi-Stakeholder Initiative would create a set of standards that were 

widely accepted and practiced, and then 

 food industry actors would want to enshrine standards into policy to maintain 

fair competition.10   

Decent Work Program’s Theory of Change was intended to bring about the program’s 

2018 long-term goal:  

“Low-wage workers in the rural Southeast, particularly people of color, 

immigrants and women working in agriculture and food systems, realize 

their rights, ensured and enforced by government and industry, to 

organize and bargain collectively, fair compensation, safe and respectful 

working conditions, gender equity and freedom from workplace 

discrimination.”11 

 Thus, the roadmap for change became:  

 Successful supply chain campaigns—those resulting in individualized contracts 

or standards—would create an inefficient multitude of standards, thus driving 

the food industry and companies towards developing one uniform set of 

standards.  

 There would be a tipping point where employers would desire a uniform code of 

conduct creating the opportunity for a multi-stakeholder initiative (MSI) to 

negotiate a set of standards that could be applied across the food system.  

 Concurrent with the supply chain campaigns and the MSI, policy advocacy work 

would be conducted at the federal and state levels. This effort would serve to 

bolster support for the campaigns and the MSI while also providing a foundation 

for eventual legislative action of the MSI standards. 

Decent Work Program is comprised of three primary strategies:  

1) Supply Chain Campaigns/Worker Organizing, 2) a Multi-Stakeholder Initiative and, 3) 

Federal, State and Local Policy efforts. During the first two years of the program’s 

                                                
10. See Appendix A: Decent Work Program Theory of Change Visual 

11. Oxfam America. “Decent Work Program Strategy Paper 2009 - 2018.” May 2009
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implementation, OA made two key strategic shifts that both expanded and narrowed 

the program’s focus: 1) expanding beyond the rural southeast; and 2) engaging 

farmworkers rather than food workers in general.  Informants suggest that OA made 

these as a results from insights about lessons learned as the program formalized.  

Table 1. Key Stakeholders and Primary Change Agents12 

                                                
12

 People who are a catalyst for change. 
13

 The Equitable Food Initiative (EFI) is an MSI that brings together workers, growers and retailers in the effort to produce better 

fruits and vegetables. 

Andrew & Williamson 
(A&W) 

Andrew & Williamson is a leading grower and shipper in 
California and Mexico and the first grower member of the 
EFI13 steering committee. 

Beloved Community 
Center (BCC) 
Farmworker Advocacy 
Network (FAN) 
National Farm Worker 
Ministry (NFWM) 
Student Action with 
Farmworkers (SAF)  

 
 
These organizations have supported the FLOC’s Reynolds 
campaign and BCC and NFWM continue to support the 
campaign. Each has been Oxfam grantees and NFWM is a 
founding member of EFI. 
 
 

Bon Appetit 
Management Company 

A major food service company, Bon Appetit became the first 
private sector member of the EFI Steering Committee. 

Calvert Investments 
Calvert serves on the EFI Steering Committee and is a leading 
investment management firm using sustainability as a 
platform to create value for investors.  

 
The Coalition of 
Immokalee 
Workers (CIW) 

The CIW is a worker-based human rights organization 
internationally recognized for its achievements. During its 
partnership with OA under Decent Work Program, the CIW 
advanced the rights of farmworkers through the Fair Food 
Campaign and has been an Oxfam grantee. 

Consumer Federation 
of America (CFA) and 
Center for Science in 
the Public Interest 
(CSPI) 

Through research, advocacy and education, CFA and CSPI are 
important members of the EFI Steering Committee and its 
food safety standards. 

Costco 
Costco has been a member of EFI since 2012. As the second 
largest retailer in the US, they have the capacity to 
substantially influence other retailers and the growers. 

Farm Labor Organizing 
Committee (FLOC) 

FLOC is a labor union based in Toledo, Ohio, representing 
migrant farmworkers in Ohio and North Carolina. FLOC has 

been an Oxfam grantee, is a founding member of EFI and on 
the EFI Steering Committee.  
 

Farmworker Justice (FJ)  Farmworker Justice is the lead partner in Decent Work 
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GEOGRAPHICAL SCOPE AND CONTEXT  

Decent Work Program aims to address the problem that many low-wage workers in the 

US struggle to have their basic human rights met. These unmet human rights result in 

symptoms that range from workers being paid less than minimum wage and not being 

permitted to join unions, to working in unfavorable conditions, such as not having 

breaks and working in fields as pesticides are applied.16 For a list of pertinent human 

rights and examples of symptoms resulting from these rights not being met, see the 

Articles listed in the Universal Declaration of Human Rights outlined in Appendix B.  

Originally Decent Work Program was directed at the southeastern states, but at the 

time of the evaluation the focus had been expanded to all corners of the US, as well as 

                                                
14. Oxfam America website: http://www.oxfamamerica.org/explore/inside-oxfam-america/ 

15. Oxfam America. “Decent Work Program Strategy Paper 2009 - 2018.” May 2009 

16. Oxfam America and FLOC. A state of fear: Human Rights abuses in North Carolina’s tobacco industry. Website: 

http://www.oxfamamerica.org/static/media/files/a-state-of-fear.pdf
 

Program’s Policy strategy, has been an Oxfam grantee, and is 

a founding member of EFI and on the EFI Steering 
Committee.  

Farmworkers 
 

Farmworkers experiencing human rights violations in the 
United States are the primary change agents in Decent Work 
Program, as they are both the focus of the program and actors 
addressing violations by working to generate alternatives to 
the current situation.  

Oxfam America (OA) 
 

Oxfam America (OA) is a global organization working to right 
the wrongs of poverty, hunger, and injustice.”14 
“There is no other organization with this particular set of 
capacities focused on improving the lives of food system 
workers in the Southeastern U.S.”15 

Pesticide Action 
Network North 
America (PANNA) 

As a pesticide safety advocacy nonprofit, PANNA is critically 
important in increasing pesticide safety protections for 
workers and mitigating environmental impacts. PANNA is also 

part of the EFI Steering Committee.  

Pineros y Campesinos 
Unidos del Noreste 
(PCUN) 

PCUN is Oregon’s farmworkers union and the largest Latino 
organization in the state. PCUN has been an Oxfam grantee, is 

a founding member of EFI and on the EFI Steering 
Committee. 

United Farm Workers 
(UFW) 

United Farm Workers is a key leader in Decent Work Program. 

UFW has been an Oxfam grantee, is a founding member of 
EFI and on the EFI Steering Committee.  
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one site in Mexico and one in Canada. Figure 3 below conveys the geographical 

locations where the program was implemented.  

Figure 1. Map of Decent Work Program implementation sites: EFI Farms, Farms in 

North Carolina, where FLOC has organized workers and Farmworker Justice’s national 

policy work in Washington D.C.  
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EVALUATION DESIGN 

PURPOSE  

The goal of this evaluation is to review the progress of OA’s Decent Work Program from 

2009–2014. The purpose of the evaluation findings is to; 1) document OAs contributions 

to this area of work over the past 5 years; 2) collect lessons learned around successes 

and challenges;  and 3) inform the program strategies for the next 3-year phase of the 

program.17 

KEY OBJECTIVES 

The following are the objectives of the 2014 Decent Work Program evaluation: 

1. Evaluate the effectiveness of the Supply Chain Campaign strategy  

2. Evaluate the effectiveness of the Multi-Stakeholder Initiative strategy  

3. Evaluate the effectiveness of the Policy strategy 

4. Surface any unintended consequences (positive or negative) among the 

program strategies 

5. Evaluate Oxfam’s effectiveness in its program partnerships 

6. Evaluate Oxfam’s effectiveness in working as a social actor and as a grantmaker 

7. Assess the program’s progress against its theory of change 

EVALUATION TEAM 

The Improve Group is an independent research, evaluation and planning firm located in 

St. Paul, Minnesota with the mission to help organizations deliver effective services.  

The evaluation design, data collection, analysis and reporting steps in this evaluation 

employed participatory approaches that included guidance and input from OA staff and 

stakeholders.   

 
 

                                                
17. Oxfam American. Request for Proposals for Evaluation Consultancy – Oxfam America’s program focused on US farmworkers. 2014
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METHODOLOGY 

The Improve Group and OA collaboratively designed an evaluation approach that is 

reflected in the final evaluation workplan (see Appendix C). OA provided the Improve 

Group with program design and monitoring documents that are considered internal 

source documents18. OA partner’s websites, OA’s website, press releases, blogs, external 

evaluations of grantee work, as well as OA and OA partner publications were also used 

as a source information. OA staff and other key informants were also invited to 

participate in an interview process. 

The Improve Group drafted and refined the interview protocols through a participatory 

process with OA staff (See Appendices D, E and F). A majority of interviews were 

conducted by phone while some were in-person in North Carolina. A semi-structured 

interview format was used in order to allow interviewees to share information that was 

not anticipated during the design of the protocols. A total of 31 interviews were 

conducted, which included: 12 OA staff, 15 partners, and 4 farmworkers.  

To rise to the level of a key finding highlighted in this report “frequency” is the main 

criteria.  Analysis of these qualitative data sources were conducted using thematic 

analysis strategies using the constant comparison/grounded theory approach. Thematic 

analysis moves beyond counting explicit words or phrases and focuses on identifying 

and describing both implicit and explicit ideas.  The data is read and reread looking for 

keywords, trends, themes, or ideas in order to answer the evaluation questions of 

interest. Codes are then developed for ideas or themes. Data are then coded in order to 

link the raw data themes.  Frequencies of themes or topics within data are then 

reported. 

Interview data were organized by the effectiveness of each strategy, information about 

OA as a social actor and information about the theory of change. Within each strategy 

data were coded for intended outcomes, unintended outcomes, effective factors and 

challenging factors. Themes were created by looking for keywords or ideas that hung 

together.  After themes had been determined, Excel Pivot tables were used to run basic 

frequencies on the data to identify trends and outliers.  

Continuing with this approach program and other source documents were organized 

using a rubric designed to address the evaluation questions.  The rubric was guided by 

evaluation objectives and the secondary evaluation questions generated by OA. 

Excerpts from documents pertaining to these questions were inserted into the rubric 

during the review process. IG assigned two scores between 1 and 5 to the information 

                                                
18

 Annual Impact Reflection reports, Oxfam America. “Decent Work Program Strategy Paper 2009 - 2018.” May 2009, Program 

Implementation Plan (PIP), EFI foundation grant reports, Quarterly Annual Operating Plan reports, partner grant reports 

and after action review/debrief reports  
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gathered for each evaluation question indicating: (1) quality of evidence, and (2) level of 

direct impact evidenced by the data sources.  

Table 2. Document Analysis Rubric 

Quality of evidence Evidence of direct impact 

5 = external evaluation or justifiable by external 

data 

4 = internal evaluation with conclusions drawn 

from multiple internal and external sources 

3 = multiple stories align, or internal evaluation 

conducted  

2 = 1 or 2 aligned stories (e.g. grant reports) 

1= unclear 

5 = external evaluation or there is strong 

evidence beyond perception of direct  

4 = activities align with outcomes and there is 

perceived evidence of impact supported by 

multiple data sources   

3 = activities align with outcomes and there is 

some evidence that a relationship between 

strategies and outcomes are present in the data 

sources 

2 = activities align with outcomes, but there is 

limited evidence of direct impact 

1= unclear 

 

OA staff and program stakeholders provided further analysis and data validation in a 2-

part validation meeting.  Participants viewed a presentation on preliminary findings and 

were invited to comment on the emerging themes. Following the validation process 

participants were also invited to provide thoughts and insights through a survey. These 

comments were treated as another data source and contributed the analysis by helping 

to determine the validity of key findings reflected in the evaluation report. 

STRENGTHS AND LIMITATIONS OF METHODOLOGY 

This evaluation is primarily a key informants' summary judgment design that uses two 

sources of data: 1) document review and 2) key informant interviews.  In this design, key 

informants (people who have experience of the program or significant aspects of the 

program) are asked to make a judgment as to whether, in their opinion, changes in high-

level outcomes are attributable to the intervention. These judgments are then 

summarized and analyzed and brought together as a set of findings about the outcomes 

of the program.  

Program documents provide rich data as to program implementation which is key to 

understanding whether or not full implementation has occurred.  In order to consider 

the effectiveness of a program, there needs to be evidence that the program has 
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achieved a certain level of implementation maturity.  Though program monitoring 

documents are strong in documenting implementation, they may or may not track 

needed information for assessing effectiveness.  In this case program documents were 

augmented though gathering data from key informant interviews.  

According to USAID Center for Development and Evaluation19, key informant interviews 

are useful when: 1) qualitative information is sufficient for decision-making, 2) there is a 

need for understanding the perspectives of partners, 3) the main reason for evaluation 

is to obtain recommendations or 4) there is the need to interpret quantitative data. 

Critics of this design advocate for experiments or quasi-experiments to enhance the 

rigor 

Two key advantages of using the key informant method are that they draw out first-

hand information from people who are knowledgeable on a topic and provide a source 

of new ideas that were not anticipated. The disadvantages of key informant interviews 

include informant and interviewer bias. To mitigate interviewer bias and ensure validity 

of results: 1) all interviews were recorded and recordings were used to fill in gaps in the 

notes as documentation; 2) feedback from the validation meetings were used to ensure 

the findings could be supported by informed stakeholders; and 3) an audit trail (which is 

a transparent description of the analysis steps taken from the start of an investigation to 

the findings) was created.  Each finding that was reported was the product of validation 

by a second research analyst in the creation of the final report.  

 

                                                
19. Kumar, Krishna. USAID.(1996). Conducting Key Informant Interviews. Website: http://pdf.usaid.gov/pdf_docs/PNABS541.pdf
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EVALUATON FINDINGS 
 

The findings are organized into five sections.  The first three sections reflect findings 

relating to each of the Decent Work Program strategies: 1) Supply Chain 

Campaigns/Worker Organizing, 2) a Multi-Stakeholder Initiative and, 3) Federal, State 

and Local Policy efforts.  For each strategy, there are thematic findings that are tied to: 

1) evidence of achieving indicators of success; 2) factors that contribute to success and 

3) unintended consequences (positive or negative).  

Effectiveness is operationalized as meeting any “indicators of success” toward the 

program’s long-term goal along with evidence of unintended positive consequences 

from the strategies’ efforts.  If factors contributing to success these successes are 

evident, this will also be included.  For the purpose of this evaluation, unintended 

consequences are any positive or negative outcomes that have resulted from the 

program that were not anticipated in the Program Implementation Plan.  

The fourth section addresses the program’s theory of change and the fifth section 

addresses OA’s role as a social actor.   Evidence of the effectiveness and/or unintended 

consequences regarding partnerships is addressed throughout.   

Again, the key findings highlighted in this report are primarily tied to the volume and 

strength of evidentiary support found in analyzing OA internal documents and 

interviews with staff and partners.  

SUPPLY CHAIN CAMPAIGN STRATEGY 

The primary objective for the Supply Chain Campaigns/ Worker Organizing strategy is:  

 

By 2018, food worker partners successfully build their negotiating 

power in the food chain by developing worker leadership, forging 

alliances across race, faith, class and gender divides to win corporate 

campaigns that result in improved wages and working conditions for 

50,000 food workers in the Southeast in at least three agri-food supply 

chains.20 

 

Figure 2 represents how elements of the Supply Chain Campaigns/ Worker 

Organizing strategy is designed to move towards the long-term goal of having 
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low-wage workers secure their rights to collective bargaining, fair 

compensation, safe working conditions and freedom from discrimination. 

 

Figure 2: Low-wage workers secure their rights to collective bargaining, fair 

compensation, safe working conditions and freedom from discrimination. 

Workers organize and advocate 
for themselves and their rights 

Companies use practices/standards that support 
workers’ rights 

Workers learn 
leadership 

skills 

Workers sign 
up for the 

union 

Consumers use purchasing power to pressure 
companies 

Workers 
attend 

leadership 
training on 
their rights 

Workers are 
educated on 
their rights 

Consumers 
are aware of 

problem 
through 
media 

campaigns 

Consumers 
learn and 
engage in 
problem 
through 

community 
organizing 

Research 
creates 

evidence of 
the problem 

Supply Chain Campaigns 

 

The three Supply Chain / Worker Organizing campaigns attributed to this strategy are:  

 FLOC’s Mt. Olive Campaign - won prior to the formal start of Decent Work Program, 

but with Oxfam funding 

 CIW’s tomato campaign - funded by OA since the latest 1990s and for the first years 

of the program 

 FLOC’s R.J. Reynolds (RJR) Tobacco Campaign, which is currently in process.  

For this point in the program’s life cycle, Figure 3 represents the “indicators of success” 

that are expected for the Supply Chain Campaigns/ Worker Organizing strategy.  From 

reviewing OA documents and discussing the strategy with OA staff and partners, there is 

evidence to suggest that each indicator has achieved some degree of success.    

Figure 3: Indicators of Success for the Supply Chain Campaigns 

 Empowered workers monitor farms’ compliance to standards 
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 Leadership development among farmworkers 

 Improved working and living conditions for farmworkers 

 Multi-racial alliances beginning to form 

This next section is a presentation of thematic findings that are tied to: 1) evidence of 

achieving indicators of success; 2) factors that contribute to success and 3) unintended 

consequences (positive or negative).  It is also important to note in this next section that 

any particular evidence of the effectiveness and/or unintended consequences of 

partnerships within the strategy context are noted when evident.  Also, if other sub-

themes relating to these topics emerged in the analysis, they are noted and infused into 

the narrative as well.   

Indicator of Success: Empowered Workers 

From reviewing OA documents and discussing the strategy with OA staff and partners, 

there is evidence to suggest that, “Empowered workers monitor farms’ compliance to 

standards” has met some level of success.   

In terms of “empowerment”, many informants suggest that the Mt. Olive Campaign 

(won prior to the formal start of Decent Work Program, but with Oxfam funding) and 

the RJR Campaign (which is currently in progress), has led to and may lead to 

empowered workers, respectively.  This is mostly through the mechanism of union 

contracts.  In the Mt. Olive Campaign workers have been empowered to monitor 

compliance of labor rights and it is expected that the RJR Campaign will do so as well.   

Grant reports provide evidence of the campaign success in gaining union opportunity. 

Key informants shared stories illustrating instances where farmworkers were 

empowered by having the ability to file grievances.  Many informants also spoke of 

farmworker empowerment in terms of the opportunity to use the grievance 

mechanism. Grantees track the number of grievances filed by farmworkers and often 

uses this number as an indicator of farmworker empowerment. For example FLOC Grant 

Reports, 514 job disputes were resolved through the grievance system in 2009 and 774 

were resolved in 2010. 

At the same time, it was also noted by informants that some farmworkers are resistant 

to associating with a union. Interviewees shared that many farmworkers did not want to 

have to pay the membership fee and were fearful of drawing attention to themselves by 

associating with a union. These sentiments indicate that further evaluation is warranted 

to determine to what extent campaigns, grievances and union membership results in 

farmworker empowerment.  
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The CIW’s Fair Food campaign also trains workers in monitoring farms’ compliance to 

the provisions of the Fair Food code of conduct. Although CIW and OA have since parted 

ways, CIW was one of OA’s long-term partners at the onset of the Decent Work 

program. It is difficult to parse out what CIW has accomplished as a result of its 

partnership with OA since most of OA’s contribution to CIW took place before this 

period of review.  CIW uses a supply chain campaign approach that involves using 

actions and online organizing to promote their Fair Food Campaign. This campaign has 

resulted in eleven agreements ensuring compliance with major food companies and 

retailers.21 

One sub-theme that emerged in the discussion of empowerment in the interviews with 

key informants is the differences in the definitions and perceptions empowerment.  Six 

informants characterized empowerment as simply having a union contract through 

FLOC membership. Still, other interviewees classified empowerment with more specific 

indicators, including: workers talking to supervisors, workers filing grievances on their 

own, turnout at rallies and level of engagement at meetings. One informant shared that 

empowerment occurs when people “put themselves out there” and that it is “important 

to make sure they feel comfortable speaking out when something is wrong.”  

Several key informants spoke of the ways in which the union contract has empowered 

workers. Many spoke of farmworker empowerment in terms of the opportunity to use 

the grievance mechanism. As mentioned earlier grantees cite success in tracking the 

number of grievances filed by farmworkers and often uses this number as an indicator 

of farmworker empowerment. In order for these numbers to be representative of 

empowerment, OA must determine whether or not grievances filed serve as a proxy for 

empowerment.  More rigorous evaluation methods for collecting evidence of success 

could also be beneficial like implementing surveys with farmworkers in an effort to 

measure impact on worker empowerment. 

Indicator of Success: Leadership Development 

From reviewing OA documents and discussing the strategy with OA staff and partners, 

there is evidence to suggest that leadership development have been implemented, 

including: 1) FLOC’s leadership training of its contract workers in Monterrey, Mexico, 2) 

FLOC meetings in North Carolina; and 3) the work of FLOC partners. However, there are 

limitations in the form of evidence to determine the magnitude of the Supply Chain 

Campaign strategy’s impact on leadership development.  

At the Annual Leadership Conference in Monterrey, Mexico, it has been noted that FLOC 

staff train attendees about their labor rights under the NCGA contract and union 
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organizing in the US. FLOC brings current contract members to who are used to telling 

their stories about being hurt on the job or filing a grievance to the event, and they are 

connected with people who have not experienced this. Informants and documents 

suggest that this conference has developed leadership skills in some farmworkers, 

however the total number of farmworkers who exercise these leadership skills is not 

known given the information available for this evaluation.  

In OA documents two grantees specifically reported on worker leadership development 

efforts related to the FLOC campaigns, usually citing the number of participants and 

topics covered in the trainings. One partner shared in a grant report that over 60 

workers attended 2-day workshop and learned about the RJR Campaign. The report 

explained that “leaders then go to North Carolina prepared to participate in campaigns 

and grievance processes, they educate each other on the process, they can take action 

on their own behalf to protect their rights and use the bid process to bypass recruiters.”  

Another partner provided evidence of trainings in their grant report, saying that their 

outreach to work camps enabled fifty workers to learn about the following: their rights 

under the FLOC contract, speaking up for their rights, the changes to the H2A program, 

and the opportunity to attend another training on leadership development. These 

reports provide documentation of what was taught or communicated, but assumes 

without evidence that change occurred in these workers’ knowledge, confidence or 

behavior.  

In one partner’s grant report it states that many farmworkers filed grievances after 

attending leadership trainings. However, it is not clear how these numbers compare to 

the baseline of before the trainings began and it would be difficult to track since 

grievances were not filed before there was a contract in place.  

Although it is clear that activities occurred related to leadership development, the 

connection is not clear as how much these activities are linked to actual changes in 

leadership knowledge or behavior. Much of the anecdotal comments about leadership 

development reflect on outputs, the number of people touched by leadership activities. 

Indicator of Success: Working and Living Conditions 

The RJR Campaign has experienced some major milestones such as FLOC gaining a 

meeting with RJR to discuss a written agreement. Nevertheless, it is too soon to tell the 

types of large-scale improvements to working and living conditions that will result from 

the campaign. In order to illustrate the types of changes that the RJR Campaign has the 

potential to bring about, it is helpful to consider the changes resulting from FLOC’s Mt. 

Olive campaign.  



 

22 

 

In review of the Mt. Olive campaign, FLOC grant reports are limited to numerous 

anecdotes of the ways in which farmworkers have used the grievance system to 

improve their working and living conditions. Again, the extent to which these changes 

have taken place are not yet clear.  

Of the six key informants who were asked about improvements in living and working 

conditions, three key informants shared stories of using the grievance mechanism to 

receive the differential they are owed upon realizing they were underpaid. In addition, 

two informants said there have been changes in housing conditions through the 

grievance process, and two others shared they receive the benefit of Worker’s Rights to 

Return, which is based on seniority and protects older members from age 

discrimination. Other changes that were said to have occurred as a result of union 

membership are that members receive full travel reimbursement and benefit from 

improved enforcement of H-2A guestworker regulations.  

Farmworkers told stories of how farmworkers’ have called FLOC in order to make 

changes in working and living conditions on farms. One farmworker shared that there 

had been a broken faucet on their farm, and after they informed FLOC of the problem, 

the faucet was fixed. Another shared they had heard of one farm that had to replace all 

of their mattresses as a result of a complaint. While farmworkers were able to think of 

examples like these when prompted, they stated the main way in which they had 

experienced changes as a result of the campaign was through union benefits: fair pay, 

the Seniority Clause, the ability to recommend family members and friends as 

employees, and being reimbursed for travel upon arriving to the farm, rather than part-

way through the season. Informants explained that receiving travel compensation in  

advance is particularly helpful because many farmworkers have to take out loans to pay 

the travel costs, and if they are not reimbursed until part-way through the season, the 

interest on the loans can sometimes lead to debt.  

During the time CIW was partnered with OA, grant reports indicated that in just one 

harvest season there were “over 100 resolved complaints dealing with topics including 

overfilling of buckets (unpaid work), sexual harassment, housing problems and health 

and safety, workers received as much as a 10% increase in pay with the new bucket 

standard; and the penny-per-pound pass through put over $7 million in the pockets of 

farmworkers.” In addition, grant reports provide anecdotal evidence of the changes that 

have taken place in workers’ lives. The following are some of the examples highlighted 

in these reports. The agreements made with farms have prohibited unpaid waiting time, 

which means farmworkers working on tomato farms with these agreements in place do 

not have to catch a bus until 8:30 a.m. rather than 5:00 a.m. One farmworker shared 

that this change has enabled his family to spend time together in the morning; 

something they have not been able to do in the past because of irregular schedules. In 

addition, the report indicated that the 24/7 complaint line is making a difference on 

farms using the example of a woman who called to say her supervisor had told her she 
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would be sent home if she did not overfill her bucket.22 In response, CIW called the 

company to clear up the misunderstanding. When CIW followed up with the woman 

who had made the complaint, she said “today we worked in a pleasant work 

environment, nobody was yelling at us to overfill the buckets.” 

Indicator of Success: Multi-Racial Alliances 

Five key informants spoke of the close relationship between FLOC and Beloved 

Community Center (BCC).  BCC is well connected to the African-American activist 

community in North Carolina. FLOC and BBC are appropriate partners for a multi-racial 

alliance in this region because they have parallel visions of promoting justice through 

community-based, grassroots organizing. Moreover, their services are directed towards 

two different population subsets that have historically experienced marginalization and 

discrimination. On a practical level, the two organizations are in close proximity to each 

other. These qualities lend themselves to the collaboration between the two 

organizations. Informants shared that the two organizations have been very close 

“through this struggle” and understand the concept of solidarity in the same way. The 

organizations have done actions together, spoken at public events, given tours of farms, 

collaborated on organizing the annual shareholders meeting and presented to students. 

BCC also played a role in acting as the middle-man between FLOC and RJR. Although 

they are not currently working on any of the same issues, key informants from OA, BCC 

and FLOC agreed that this partnership has been beneficial.  

The 2013 Annual Impact Report (AIR) stated that FLOC’s participation in the Moral 

Monday Movement was instrumental in building solidarity between FLOC and BBC, as 

well as connecting FLOC to the “larger dialogue on inequality in the US.” The Moral 

Monday Movement is a series of protests for a large range of issues, headed by the 

National Advancement for the Association of Colored People (NAACP). According to the 

AIR, FLOC’s participation in Moral Mondays provided exposure for FLOC’s campaign and 

aligned them with the larger activist community. 

Multiple grant reports, from several different grantees, also provided evidence to 

support OA and partners’ roles in bringing together multi-racial, religious, and student 

alliances for the FLOC RJR campaign. In listing the activities with these groups, grantee 

organizations aligned their work to both organizations’ desired outcomes and attributed 

it to OA or partners’ efforts. It is important to note that this evidence was produced 

through two aligned stories between the group of grantees mentioned above. 
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Factors Contributing to Success: RJR Supply Chain Campaign Strategy 

Since the RJR Campaign is still in progress, success is best described in terms of the 

tactics that have created pressure to R.J. Reynolds. In developing the evaluation 

questions, OA was interested in learning more about the effects of 1) involving British 

American Tobacco, 2) co-authoring the A State of Fear Report, and 3) using partnerships 

as ways to create this pressure. In addition, this section highlights other factors 

interviewees frequently mentioned as being highly effective in the success of the 

campaign.  

Involving British American Tobacco 

Interviews with key informants indicated that at the time of this evaluation the main 

focus of the RJR Campaign was targeting British American Tobacco (BAT) to raise 

awareness of human rights violations of farmworkers to an international level. Initially, 

OA had hoped to engage Oxfam Great Britain in this work, but one key informant shared 

that this did not happen, but it is not clear in this evaluation as to why. Two reports in 

OA documents discussed FLOC’s engagement with BAT. In both cases, the grantee 

narrative focussed on the activity that occurred—a FLOC staff attending the BAT 

shareholder meeting—with no mention of Oxfam Great Britain or OA. 

Of the six people who spoke of this strategic target (BAT), everyone believed that the 

work on this target was an effective contribution to the campaign. Two informants 

shared that targeting BAT had built public support in the United States, and one said 

they had received fifty signatures from religious leaders across the country as a result of 

this work. A couple interviewees articulated the connection between this strategy and 

the larger RJR campaign. One shared that human rights are more important in Europe, 

while the other said it was because England is more union-friendly. The logic behind this 

tactic is further explained on one of FLOC’s ally’s (NFWM) websites as follows. “BAT 

(their share) represents 42% of Reynolds American and has 5 board members on the 

Reynolds Board.”23  

In order to capture the attention of BAT, FLOC staff traveled to England to raise 

awareness of the issue among Members of Parliament and to get them to sign a 

resolution. FLOC and their allies acquired signatures from forty-five Parliament 

members on this resolution, which called attention to the conditions under which many 

tobacco farmworkers work.24 As a result of their raised awareness, Parliament members 

responded to an invitation to Dudley, North Carolina, where they met with farmworkers 

and farmworker advocacy organizations and toured farms. In a press release 

highlighting their visit, one British Member of Parliament, stated “For us this is just the 

                                                
 

 



 

25 

 

beginning. We need to go back to the United Kingdom and explain and expose what is 

going on.”25 A FLOC staff member shared that they are currently compiling a report 

highlighting the information they shared with the Parliament members, who will print it 

on their letterhead. This individual also offered that the Parliament members said they 

fully intend to create a debate in Parliament about British American Tobacco’s 

involvement in the production chain.  

A State of Fear Report 

According to both OA documents and evaluation interviews, the A State of Fear report 

has greatly contributed to the success of the campaign. This report was the culmination 

of a Community-Based Human Rights Assessment (COBHRA) developed by Rights & 

Democracy, which was piloted by OA during Decent Work Program, among other 

programs. The report intended to expose the conditions that tobacco farmworkers in 

North Carolina are working under, or as one informant diplomatically stated, “to put 

farmworker organizations allegations against RJ Reynolds onto paper.”  

The A State of Fear report was cited in multiple OA sources and grantee reports as 

having a direct and clear impact on the RJR Campaign through increased awareness of 

the work. More importantly, however, reports indicated that the report paved the way 

for RJR stakeholder meetings, RJR’s public announcement of their willingness to meet 

with FLOC, a meeting with BAT, and a meeting between FLOC and Reynolds American 

Inc. (RAI), the parent company to RJR. While an evaluation was not conducted to 

establish the connection between the report and the several key impacts grantees 

claimed, the fact that RAI accepted a meeting with FLOC after the report went out, after 

years of work to achieve this goal, seems adequate evidence of the connection.  

In further confirmation of this conclusion, two informants shared that this report 

brought RAI to the table after years of unsuccessful attempts through other tactics. The 

usefulness of the report is also reflected in two other informants’ comments, “We use 

the State of Fear report whenever we engage someone”, and, “The COBHRA has been 

the corner piece to the whole campaign.”  

Using Partnerships as Ways to Create Pressure  

Informants shared their perspectives on the relationships between the various advocacy 

organizations working on this campaign. In interviews, informants shared that all of the 

allies contributed in one way or another to the RJR campaign, as they collaborated on 

actions, hosted events together, and provided interns to ally organizations. One 

informant mentioned the benefits of an unlikely relationship they would not necessarily 

characterize as a “partnership;” that between FLOC and the North Carolina Grower’s 
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Association. These organizations are in frequent contact and have been able to resolve 

many complaints without resorting to the time-consuming grievance procedure. This 

relationship likely leads to faster, more frequent resolution of complaints. In contrast, 

two informants mentioned that they were not aware of which local organizations had 

also received grant funding. This suggests that there may have been a missed 

opportunity for enhanced collaboration. 

Other Factors 

Additional factors contributing to the effectiveness of the Supply Chain Campaign 

strategy mentioned by three or more informants include the 1) signing-up workers to 

participate in the union, 2) the institutional memory embedded within FLOC, and 3) the 

credibility and legitimacy that OA brings as a funder and partner. At the time of the 

interviews, FLOC staff had signed up approximately 1,000 tobacco farmworkers of the 

5,000 they were hoping to sign up, and explained that most sign-ups occur at the end of 

the growing season. Although there is not yet evidence of the effect of the sign-up 

campaign, some key informants, outside of FLOC staff, shared that sign-up campaigns 

are an important component of supply chain campaigns as they demonstrate that 

farmworkers want changes to be made. Secondly, a few informants shared that FLOC’s 

effectiveness is in part due to its leadership, explaining that campaign strategies are 

based on the lessons leadership has learned from mobilizing farmworkers for decades. 

Lastly, key informants spoke to the credibility OA lends to the campaign as a funder. For 

instance, one informant attributed RJR’s agreement to meet with FLOC to OA’s 

involvement in the campaign. They explained that RJR contacted OA first, but that OA 

made sure to redirect them to FLOC. 

Unintended Consequences 

For the purpose of this evaluation, unintended consequences are any positive or 

negative outcomes that have resulted from the program that were not anticipated in 

the Program Implementation Plan.  Unintended consequences were explored mainly in 

the interview context. Much of the discussion of unintended consequences has to do 

with areas where greater impact was expected.  These areas include: 1) gender equity 

and 2) aspects of the RJR Campaign.   

 

Gender Equity 

Few examples of leadership development efforts targeting women were found in this 

evaluation, although some informants suggest this is due to by the dearth of women 

working in North Carolina farms. Some informants state that most female farmworkers 

are undocumented, and thus not working on farms with the North Carolina Grower’s 
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Association, which have been the main target of the Reynolds sign-up campaign. 

Another opinion offered is that the growers choose not to hire women. 

One interviewee felt that there was some evidence of the leadership development of 

women in the fact that a woman staff member led the Community-Based Human Rights 

Assessment (COBHRA) research that resulted in the A State of Fear report. In another 

instance, it was reported that farmworker women felt more empowered to speak in 

public after participating in a theater workshop.  Grant reports from one partner 

organization indicated in 2009 five women joined their organization’s Board of 

Directors.  

What can be concluded from the information available in this evaluation is the attempt 

to engage a target audience, women, in leadership development efforts.  In sum, OA 

and its partners have not demonstrated as much progress in engaging women in 

leadership development as expected or desired.  

RJR Campaign 

Although most informants stated the RJR Campaign is going well, a number of 

informants had opinions about why they have not been able to make greater changes. 

Informants said supply chain campaigns are slow and long-term, and as two informants 

commented, it is difficult to assess their success before they are won. The challenges 

most frequently identified by informants are listed below.  

 Five informants expressed concern about the lack of resources available to the 

campaign. Similarly, some informants shared there could be more of a focus on 

fundraising. Another said that staff being overworked has been a challenge.  

 Three informants stated that tobacco is a difficult target for supply chain campaigns; 

as a producer of a more inelastic good, the tobacco industry is not as responsive to 

consumer pressure as food companies are.  

 In addition, three informants shared that some stakeholders find supply chain 

campaigns to be overly complicated. These informants mentioned that it is difficult 

to convey the connections between campaign activities, such as actions at 

convenience stores and ousting board members, and the end goal of improving the 

rights of farmworkers to consumers and potential partners.  

Summary 

The analysis from this evaluation suggests that the Supply Chain Campaigns/Worker 

Organizing strategy has implemented many of the main activities designed to achieve 

the goal.  Documentation and interviews indicate the activities of educating workers, 
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creating media campaigns, creating community organizing campaigns, and publishing 

research has been conducted.  

From reviewing OA documents and discussing the strategy with OA staff and partners, 

there is evidence to suggest that, “Empowered workers monitor farms’ compliance to 

standards” has met some level of success.  This is mostly a result of using unionization 

as an empowerment and compliance tool.  At the same time, it was also noted union 

dues and fear of drawing attention to one’s self by associating with a union are barriers 

to this strategy.  

OA could benefit from further operationalization of what empowerment means in the 

supply chain and worker organizing context.  This can help determine whether or not 

tracking grievances filed serves as a solid proxy for empowerment or if other evaluation 

methods for collecting evidence of empowerment would be more beneficial, like 

implementing surveys with farmworkers in an effort to measure impact on worker 

empowerment. 

Also, from reviewing OA documents and discussing the strategy with OA staff and 

partners, there is evidence to suggest that leadership development efforts have been 

implemented. Although it is clear that many activities occurred related to leadership 

development, the connection is not so clear as to how much these activities are linked 

to actual changes in leadership knowledge or behavior.  

In terms of improving working and living conditions, the RJR Campaign has experienced 

some major milestones. Nevertheless, it is too soon to tell if the types of large-scale 

improvements to working and living conditions will result from the campaign. 

From reviewing OA documents and discussing the strategy with OA staff and partners, 

there is evidence to support OA and partners’ roles in bringing together multi-racial, 

religious, and student alliances for the RJR campaign. The limitation here is that much of 

the evidence was produced through stories from a small number of grantees.  

OA was interested in learning more about the factors associated with success in for the 

RJR Campaign.  Involving British American Tobacco, co-authoring the A State of Fear 

Report, and using partnerships as ways to create this pressure rose to the top. 

Additional factors contributing to the effectiveness of the Supply Chain Campaign 

strategy that emerged include the 1) signing-up workers to participate in the union, 2) 

the institutional memory embedded within FLOC, and 3) the credibility and legitimacy 

that OA brings as a funder and partner.  

Much of the discussion of unintended consequences that emerged has to do with areas 

where greater impact was expected.  These areas include gender equity and the 

perception that supply chain campaigns are slow and long-term, and as such, are 

difficult to assess for success before they are won. 
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MULTI-STAKEHOLDER INITIATIVES: THE EQUITABLE FOOD 

INITIATIVE (EFI) 

The stated mission of the EFI is: 

The EFI is a new model to promote partnership among buyers, vendors and farmworkers 

that establishes a supply of safer and healthier food to consumers, is fair to workers, and 

is profitable to farmers, retailers and food service providers. The EFI will work with 

produce buyers, growers and farm workers to facilitate an improved standard of living 

for workers, better labor relations and increased market support. The full engagement of 

all stakeholders is vital for the success of the initiative.26   

For this point in the program’s life cycle, Figure 5 represents the “indicators of success” 

that are expected for the EFI strategy.  From reviewing OA documents and discussing 

the strategy with OA staff and partners, there is evidence to suggest that each indicator 

has achieved some degree of success.    

Figure 5: Indicators of success (intended outcomes) for EFI 

 Empowered workers monitor farms’ compliance to standard  

 New label institutionalizes fair labor, environmental and safe food practices in 

food system  
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This next section is a presentation of thematic findings that are tied to: 1) evidence of 

achieving indicators of success; 2) factors that contribute to success and 3) unintended 

consequences (positive or negative).  It is also important to note in this next section that 

any particular evidence of the effectiveness and/or unintended consequences of 

partnerships within the strategy context are noted when evident.  Also, if other sub-

themes relating to these topics emerged in the analysis, they are noted and infused into 

the narrative as well.  With the materials available for this evaluation, there was not 

much information about gender equity work conducted for this strategy, thus no 

analysis is provided.  

Indicator of Success: Empowered Workers 

The extent to which farmworkers have been empowered to monitor farms’ compliance 

with standards is best explored by examining the two concepts individually: 1) whether 

farmworkers have been empowered and 2) whether farmworkers are monitoring farms’ 

compliance to standards. Five sources were used to assess EFI’s progress on this 

indicator: Oxfam documents, key informants, the initiative’s theory of change, the 

language in the certification standards that will guide future audits, and the results of an 

audit conducted at a pilot farm.  

Through multiple sources, including grantees and OA’s documents, there is evidence 

that EFI has helped to build farmworkers’ power. The stories offered in these various 

sources align around the same message—that the training and inclusion processes 

associated with EFI has contributed to empowerment among farmworkers. In both 

internal and external document sources, the inclusion of workers in the certification 

process was found to increase its effectiveness. 

Interviews supported the belief the EFI is empowering farmworkers. Of the 14 key 

informants, 11 shared that they have begun to see evidence of farmworker 

empowerment. Four informants attributed their view to the farmworker testimony they 

had heard. Only two informants said that the audit of the pilot farm did not affirm that 

worker empowerment had occurred. Of the three informants who seemed less 

confident that change had taken place, two said that the impacts were on their way, and 

one said that they were not sure that the model would effectively empower 

farmworkers because an audit had indicated little uptake from farmworkers.  Like in the 

supply chain campaign strategy, interviewee responses indicated that they operated on 

multiple definitions of empowerment. 

Indicator of Success: Fair Labor and Food Safety 

EFI has made great progress towards a new label institutionalizing fair labor, 

environmental and safe food practices in the food system. Two farms have been 
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certified using the standard, Crisalida Farms in Oxnard, CA, managed by A+WAGJOBS as 

well as Earthbound Farm in Holtville, CA.  Additionally, the EFI Leadership Training 

Program has been implemented at nine farms, 6 of which are in the United States, 2 are 

in Mexico and one is in Canada.27 Lastly, EFI is working towards a comprehensive 

certification process that could be used by large retailers. As one informant explained 

“EFI has a mandate from Costco to do a full supply certification.” If retailers engage, this 

process could greatly increase EFI’s reach.  

 

Originally, EFI had intended to establish a Proof of Concept before bringing the model to 

scale, however they decided to focus on a continuous improvement methodology and 

make adjustments to enhance their effectiveness along the way. One grantee report 

narrated that this increased EFI effectiveness by more rapidly getting to 

implementation. A few key informants voiced concern of this approach, with one 

informant stating that they should have made sure the concept would work on smaller 

farms before moving ahead with Costco.  

 

In review of the EFI Standards, there is strong alignment between the technical 

standards and OA’s goals and objectives. However, it is contingent on the underlying 

assumption that enhanced communication and conflict resolution skills will lead to a 

more skilled workforce that will prevent pathogen outbreaks. Implementing these 

standards in a way that will create change that can be measured with a third-party audit 

is a challenge. Two informants raised the issue that the audit conducted on the pilot 

farm was not able to capture the effects of the EFI Leadership Training Program.  

 

A review of the EFI certification standards clarifies how OA’s goals of farmworker 

empowerment and farmworkers monitoring farms’ compliance to standards will be 

implemented within the EFI mission, which ensures a supply of safer and healthier food 

to consumers, is fair to workers, and is profitable to farmers, retailers and food service 

providers.. 

 Fair compensation: farmworkers will receive $9.05 an hour at a minimum in the 

United States (as compared to the current US Federal minimum wage of $7.25), or 

125% of the minimum wage in other countries.  

 Dispute settlement: Leadership Team trained in interest-based resolution; 

farmworkers and employers trained on their rights and procedures under the EFI 

standard. 

 Farmworkers remain in control of their personal documentation. 
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 Worker involvement: Farmworkers are trained in and understand their rights and 

responsibilities around workers compensation coverage.  

 Worker involvement — Food Safety: farmworkers are trained in health and hygiene 

protocols and understand the relationship between practicing these behaviors and 

food safety on the farm; farmworkers understand risks posed by rodents and other 

animals on the farm.  

The Standards Technical Review of EFI, a preliminary review of the technical certification 

standards, found that considerable revisions are necessary in order to be “able to 

evaluate compliance with the requirements in a consistent manner.”28  

Unintended Consequences 

For the purpose of this evaluation, unintended consequences are any positive or 

negative outcomes that have resulted from the program that were not anticipated in 

the Program Implementation Plan.  Unintended consequences were explored mainly in 

the interview context. Much of the discussion of unintended consequences has to do 

with: 1) organizational power and structure; 2) resources and 3) partnerships. 

Organizational Power and Structure 

During interviews, six informants shared that participating in EFI had “built the power” 

of at least some of the organizations involved. They described this outcome in several 

ways, but the central idea is that EFI has created opportunities or raised the stature of 

some of the organizations involved. For example, two key informants shared that the 

opportunity provided a cultural shift for farmworker advocates by creating space for 

collaboration, as these organizations have historically pitted themselves against one 

another and the private sector. Regarding more specific opportunities resulting from the 

initiative, one key informant said that it provides great opportunity for building public 

support for the issues addressed through EFI.  

 

One example of the way in which EFI has already created some public support for low-

wage farmworkers was through the release of the Cesar Chavez film that came out in 

March. At the end of the movie, and on the movie’s website, viewers are presented with 

the opportunity to sign a pledge to buy EFI certified produce when possible. At the time 

of this evaluation, over 30 thousand people had signed the pledge to buy this produce, 

encourage retailers to carry EFI-certified produce and talk to friends and family about 

the issues related to treating workers fairly and growing food responsibly.29 
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Ten informants also stated that participating in EFI has led them to realize their ability to 

and/or the value of working across sectors. Organizations have realized their ability to 

work across sectors, and have a better understanding of the benefits of cross-sector 

work. 

On the flip side the organizational structure of the EFI has its drawbacks.  Ten 

informants said the slow process inherent to a multi-stakeholder initiative was a 

challenge. Five attributed this to the deliberative nature of multi-stakeholder initiatives, 

others named the slow pace of OA resulting from its bureaucratic structure as the cause, 

while two attributed it to the complexities of the certification process. A few of these 

informants named more than one of these options as the cause.  

Informants also gave examples of the ways in which OA as a bureaucracy lacks the 

nimble flexibility that is compatible with the private sector. For example, they were 

considered slow in their processes with lawyers and had fuzzy ideas rather than a clear 

business plan.   

Other challenges cited by three or more people included:  

 fundraising,  

 not determining roles at the onset of program,  

 additional costs, 

 the complexities of the certification and auditing process.  

Resources 

A few people spoke of the substantial amount of resources that have been put into the 

project. One person explained that there had been more demands on OA than originally 

intended. Moreover, having spent $3.5 million dollars on the strategy between 

November, 2008 and March 2014 greatly increases the expectations for the return on 

investment.30 Another informant put it eloquently as, “we are really trying to strike at 

the heart and soul of industry to make meaningful, systemic change, and there are some 

tradeoffs in terms of how much time it will take, how much change you can expect the 

industry to have and still be profitable.” This uninintended consequence was not 

characterized as either positive or negative.  

Partnerships 
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Some informants also saw unintended negative consequences related to partnerships. 

Three people specifically stated, and a few others implied that a byproduct of EFI was 

increased tension among partners.  In some cases it can result in the end of partnerships 

when everyone cannot reach consensus. It is clear that some stakeholders question 

whether organizations with similar or even competing initiatives can work together on 

similar initiatives in partnership.  

 

Nine informants voiced there was a lack of diversity among EFI members, seven of 

whom described it in terms of EFI’s struggle to bring industry to the table. The difficulty 

in finding growers and retailers willing to participate in EFI was charged to various 

reasons. One informant shared that this was because they needed to scale up in order 

to be more attractive, another said it is because there is competition in the landscape, 

two people said it was due to not having a clear “ask” or “pitch.” One person stated that 

“everyone would like to have more growers and retailers in the room”, evidence that 

there have been conversations about this need. In addition to the dearth of growers and 

retailers, a few informants mentioned that other types of diversity were missing. Two 

informants voiced the need for more “business-minded” people. One person said it 

would have been helpful to co-create the standards with someone with technical 

auditing experience, while another shared they felt there was a lack of ideological 

diversity, and one person said there was a lack of racial and gender diversity.  

Factors contributing to the success of EFI 

The four areas Oxfam was interested in learning about in regards to EFI’s effectiveness 

were 1) partnerships, 2) the funding context, and 3) OA’s contributions.  

Partnerships 

When asked about the effectiveness of partnerships, eight informants mentioned 

Costco as a key player. Informants spoke of the fact that Costco is the 2nd largest retailer 

in the United States, and that they already have sophisticated and ethical practices in 

other areas. Additionally, informants shared that it was the diverse interests present in 

the group that has made the initiative effective.  

Informants held various opinions as to what were the major factors of success that 

enabled EFI to capture the attention of the private sector. Six informants said it was the 

concept of food safety and preventing pathogen outbreaks, while five others said it was 

the prior relationships held by EFI members. Additional responses included: 

 the business’ concern for their reputation and profile,  
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 and the concept of continuous verification, meaning that a team of farmworkers 

ensuring compliance to standards is more likely to yield a better product than the 

enforcement of a 3rd-party auditor  

 concern for the exploitation of farmworkers,  

 growers wanting credit for already having good practices,  

 growers being squeezed by buyers to conform to standards,  

 retailers wanting transparency on the “food processing” side of the supply chain,  

 compliance with labor standard  

The 2012 Annual Impact Reflection (AIR) report provided insights on the factors of 

success in the multi-stakeholder process. As an internal evaluation effort, this 

documentation allowed for stronger evidence to support the factors of success. In 

addition, other grantee reports offered narrative on the activities that led to successful 

outcomes. Most substantially, documentation corroborates the story that gaining 

Costco as an ally was paramount. As well, discussion of the relationship-building and 

time for maturation of the group came from multiple parties as key to moving the work 

forward. This combination of sources, internal evaluation, and similar storytelling 

suggests that these factors are valid.  

When asked an open-ended question about what factors made EFI effective, six 

informants spoke of the “MSI effect,” which they described as the decision-making 

structure of having all voices heard and incorporated, which sometimes meant coming 

to the understanding that it was necessary to give up parts of a vested interest in order 

to move forward. In regard to all levels of the supply chain having a vested interest, one 

informant shared “The reason why this has worked is because it has managed to deal 

with three critical aspects: 1) Why should buyers care? 2) Why will growers care? 3) 

Why will workers care?”  

This informant explained buyers will care because of food safety in the food chain, as 

“One small misstep equals millions of dollars down the drain.” Growers will care for 

three main reasons, not wanting to pay the price attached to causing food borne illness, 

they want to have a good reputation, and because practice affects the quality of the 

products. Farmworkers care because they want basic rights, including fresh water, 

shade breaks, and sick leave. Moreover, if farmworkers basic needs are met, it will most 

likely increase productivity.  

Informants shared that OA’s main contributions to the partnership were their staff and 

the fact that OA played the role of a broker or incubator. A couple of people mentioned 

Oxfam’s ability to secure grant funding and stated OA’s ideas were beneficial to EFI. 
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Funding 

Seven informants spoke to the ways in which the funding context affected the planning 

and implementation of EFI. Of those seven, three shared that OA generating support 

from foundations was key, and two stated it was “business as usual” given they used 

unrestricted funds first and then gained access to restricted funds.  

Documentation using both mid-year review reports and grantee final reports illustrate 

that Oxfam funding allowed EFI to develop their model with enough time to build solid 

relationships and trust. Yet, reflections in two different reports indicate that the 

imbalance of Oxfam being both a funder and partner in the process led to decisions that 

may not have otherwise been made. 

Summary 

The analysis from this evaluation suggests that the EFI has implemented many of the 

main activities designed to achieve the goal.  From reviewing OA documents and 

discussing the strategy with OA staff and partners, there is evidence to suggest that 

farmworkers have been empowered to monitor farms’ compliance with standards. A 

few informants were more cautious in drawing this conclusion because they did not 

believe they were witnessing empowering behaviors from the audit of the pilot farm.  

Like in the supply chain campaign strategy, interviewee responses indicated that they 

operated on multiple definitions of empowerment. 

There is also evidence to suggest that EFI has made great progress towards a new label 

institutionalizing fair labor, environmental and safe food practices in the food system.  

In review of the EFI Standards, there is strong alignment between the technical 

standards and OA’s goals and objectives.  It is important to note that the Standards 

Technical Review of EFI, a preliminary review of the technical certification standards, 

found that considerable revisions are necessary in order to be “able to evaluate 

compliance with the requirements in a consistent manner.”31  

 

The EFI is proving to be a powerful tool that can leverage connections and resources. 

The concept of food safety and preventing pathogen outbreaks and the relationships 

held by EFI members has enabled EFI to capture the attention of the private sector.  On 

the flip side the organizational structure of the EFI has made processes slow and 

bureaucratic.   Maintaining the EFI also requires a substantial amount of resources.    

FEDERAL, STATE AND LOCAL POLICY STRATEGY 
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The primary objective for the Federal, State and Local Policy strategy is:  

 

By 2018, federal laws and regulations increasingly align with MSI 

standards to protect farmworkers’ rights ensuring wage, safety, and 

equal pay protections for all food system.32 

 

Figure 6 represents how elements of the Federal, State and Local Policy strategy 

is designed to move towards the long-term goal of having low-wage workers 

secure their rights to collective bargaining, fair compensation, safe working 

conditions and freedom from discrimination. 

 

Figure 6: Low-wage workers secure their rights to collective bargaining, fair 
compensation, safe working conditions and freedom from discrimination within the 

food industry. 

Companies follow federal 
regulations 

Low-wage workers in the food industry receive the same 
benefits as those under the NLRA. 

DOL adequately enforces 
federal wage & hour, 

health & safety laws, & 
misclassification of 

workers 

Policy reform on 
immigration laws 

are enacted 

Policy enacted to 
address basic rights 

for food industry 
low-wage workers 

Federal right-to-
organize laws are 

amended to 
include workers in 

food industry 

DOL prioritizes 
enforcement of federal 
wage & hour, health & 

safety laws, & 
misclassification of 

workers through 
lobbying efforts 

Federal legislators 
are aware of need to 
reform immigration 
policy to get more 
workers access to 

labor rights 

Federal legislators are aware of gaps in basic 
workers’ rights laws like: collective 
bargaining (right to organize), fair 

compensation, and safe working conditions 
for those in the food industry 

Federal and State Policy 

OA contributed to the national policy strategy, namely through granting funds to leading 

national farmworker advocacy organizations: Farmworkers Justice (FJ) and United Farm 

Workers (UFW). OA supported state-level policy change by funding farmworker 

advocacy organizations situated in North Carolina: Student Action for Farmworkers 

(SAF), Farmworker Advocacy Network (FAN) and National Farm Worker Ministry 

(NFWM). Further, OA showed solidarity to organizations advocating for AgJOBS and 

other legislation affecting farmworkers by signing letters of support and by co-authoring 

Weeding Out Abuses report with FJ.  

For this point in the program’s life cycle, Figure 7 represents the “indicators of success” 

that are expected for the policy strategy.  From reviewing OA documents and discussing 
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the strategy with OA staff and partners, there is evidence to suggest that “Improved 

working and living conditions and higher wages for farmworkers” and “Increased 

enforcement of wage/hour and health and safety laws” has achieved some degree of 

success.    

Figure 7: Intended Outcomes (Indicators of Success) for the Policy Strategy 

AgJOBS or similar legislation passed 

 Improved working and living conditions and higher wages for farmworkers  

 Increased enforcement of wage/hour and health and safety laws 

Changes to NC state policy improve work conditions  

Federal laws increasingly align with EFI standards 

 

This next section is a presentation of thematic findings that are tied to: 1) evidence of 

achieving indicators of success; 2) factors that contribute to success and 3) unintended 

consequences (positive or negative).  It is also important to note in this next section that 

any particular evidence of the effectiveness and/or unintended consequences of 

partnerships within the strategy context are noted when evident.  Also, if other sub-

themes relating to these topics emerged in the analysis, they are noted and infused into 

the narrative as well.   

Indicators of Success: Improved working and living conditions and higher 

wages for farmworkers  

Although not signed into law, passing the AgJOBS legislation was the initial goal of the 

national policy strategy for Decent Work Program. Despite the disappointment, grantee 

reports reflect that it was a key element in putting partners on the map for immigration 

policy. Grantees said in their documentation that they collected and submitted 

comments from multiple large stakeholder groups in response to a particular 

immigration proposal, and one grantee issued vote recommendations and analysis to 

Senators on the upcoming AgJOBS. 

As a result of the early obstacle of AgJOBS not passing, OA and its partners decided to 

focus resources elsewhere. One interviewee shared that given the current political 

climate, success in the policy strategy must be defined by preventing some policies from 

passing—as some policies could further detrimental impacts on the rights of 

farmworkers.  
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A prime example of this necessary approach was when FJ and UFW—partners funded by 

OA—won the campaign in 2010 to reverse President Bush’s midnight regulatory 

changes to the H-2A guestworker program. Like with AgJOBS, public record shows that 

the Obama Administration repealed the extensive regulations on the H-2A guestworker 

program and replaced them with more favorable policy. According to the Farmworker 

Justice presentation on “Evaluation of Labor Policy Wins,” this policy win reversed a 

number of provisions that had negatively affected farmworkers in the short timeframe 

since it had been adopted. 

Under Bush’s regulatory changes, farmworkers had been making more than ten percent 

less than they had previously earned (an average of $8.02/hr. as compared to an 

average of $9.04/hr.). Once the regulations were reversed, H-2A farmworkers once 

again began earning a higher wage, are exempt from paying border-crossing fees, are 

entitled to grower provided housing, are reimbursed for 100 percent of their travel 

rather than just a fraction of it, and employers must demonstrate they comply with 

certifications. Finally, the revised regulations have improved the quality of the system in 

place prior to Bush’s changes by creating an electronic job registry. This registry makes it 

possible for farmworker advocates to alert US workers of available jobs, and is intended 

to increase the visibility of these opportunities to US workers.  

Indicators of Success: Increased Enforcement of Wage and Hour Policy  

The Weeding Out Abuses report, co-authored by OA and Farmworker Justice, was a 

main focus of this strategy. The report aimed to expose the poor employment 

conditions under which many farmworkers in the United States are exposed and provide 

recommendations to the DOL to increase its enforcement activities of labor laws 

protecting farmworkers, including enforcement of H-2A guestworker regulations.  

In 2009, at the beginning of Decent Work Program, the DOL announced they would hire 

250 additional Wage and Hour investigators. This was a 44 percent increase, and raised 

the number of H-2A guestworker program investigators from 377 to 541. While this feat 

had the potential to greatly improve enforcement of the labor laws and improve wages 

for guestworkers, the positive impacts have yet to be documented. OA indicates that FJ 

may have conducted evaluation in to this area; however, evaluation materials were not 

available for this evaluation.  

As public record indicates advances in policy around this issue, progress is irrefutable. 

Largely, efforts were around providing research to the Department of Labor; this 

research included: (1) analysis of the “joint employer” concept and a “hot goods” 

injunction manual, (2) “Weeding Out Abuses” published report, and (3) a labor policy 

research paper. The strongest evidence of grantee impact was through the examples of 

topics covered in communications with the appropriate Department of Labor staff, 

aligning with changes they hoped to see in enforcement rules.  
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Activities to Advance National Policy  

In addition to the campaigns and the Weeding Out Abuses report previously discussed, 

farmworker advocacy organizations employ a wide array of tactics to advocate for fair 

labor standards for farmworkers. This was evidenced in the reporting on activities in 

grantee reports to Oxfam. One key informant emphasized the necessity of using 

multiple tactics, explaining that no one mechanism works on its own. Strategic 

communications such as the report, social media, letter writing, policy analysis, and 

lobbying were cited as the main policy influencing work being conducted. Two 

informants shared that many grantmakers do not allow funding to be used for lobbying; 

and one individual shared that OA’s practice of designating funding for this purpose was 

very helpful as it gave their organization the ability to represent farmworkers on Capitol 

Hill. Additionally, monitoring the DOL, building coalitions and using litigation were seen 

as important activities. One key informant shared that litigation is useful because it 

allows advocacy organizations to sue in high impact cases and then get media around 

lawsuits. This aids in exposing the gravity of an issue and supports it to be elevated to 

the next level, such as in the DOL or Congress. 

Activities to Advance Changes to NC State Policy  

According to grantee reports farmworker advocacy organizations partnered with OA, 

especially Student Action with Farmworkers (SAF) and Farmworker Advocacy Network 

(FAN), implemented many activities to advance North Carolina state policy. However, 

the political climate, most notably the passage of a more robust the Right to Work bill, 

did not allow for North Carolina policy to advance during the span of the Decent Work.  

Also documented in grantee reports, FAN monitored the administrative hearings and NC 

Pesticide Board meetings that covered the AgMart case, in which the company 

defended against the largest fine ever issued by NC DOA for pesticide violations. FAN 

testified and provided information for the Governor’s Pesticide Task Force about 

their recommendations. They supported the Task Force’s bill that passed the 

legislature in 2008. It included two of FAN’s recommendations from HB 1818, including 

requiring employers to maintain accurate pesticide application records. 

FAN also developed a comprehensive field and poultry worker legislative agenda and 

campaign—Harvest of Dignity. They reviewed research, looked at laws in other states, 

and gathered input from workers, agencies and farmworker groups. The Harvest of 

Dignity Campaign is focused on safe places to live, safe places to work, and stronger 

enforcement of existing laws. As a part of the campaign, FAN developed a documentary 

that compares current conditions to those of 50 years ago (when Harvest of Shame was 

aired). The film has been screened hundreds of times, including on UNC TV.  Every year 

since launching the campaign, they have had workers’ rights bills introduced into the NC 

General Assembly.  
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Factors of Success 

Oxfam documents from grantees and other sources are not conclusive as to the 

activities that were and were not the most effective in contributing to policy change. 

Grantees mostly report on activities conducted without accompanying conclusions 

about work that was more or less successful. In review of the evidence, the most likely 

effective activities were: (1) UFW’s access to the USDA Secretary Vilsack, who supported 

AgJOBS and is a powerful ally in mobilizing constituencies around immigration policy 

and (2) UFW’s participation on the Reform Immigration for America (RI4A) management 

team, increasing their power and influence over immigration policy.  

Unintended Consequences 

Upon a midpoint review, the political climate and Congress’s recent gridlock led OA to 

deprioritize and reallocate funding away from this strategy. OA reduced their policy 

initiative budget from $516,000 to $89,000 from fiscal year 2009 to 2014. This was 

based on the evaluation of the Equitable Food Initiative’s (EFI) decision to not focus on 

politics in the short-term, and the low potential for policy change given a NC Republican 

majority and Congressional gridlock. Similarly, the state policy strategy was challenged 

by the Republican Party majority whose voting record has not supported farmworkers.  

Summary 

In terms of the indicator “Improved working and living conditions and higher wages for 

farmworkers” OA contributed to the national policy strategy, namely through granting 

funds to leading national farmworker advocacy organizations. OA also supported state-

level policy change by funding farmworker advocacy organizations situated in North 

Carolina.   

Working on AgJOBS legislation was the initial goal of the national policy strategy and is 

cited as a key element in putting partners on the map for immigration policy.  Though 

AgJOBS did not pass, there were policy wins where harmful policies were prevented 

from passing into law and revised regulations that improved the systems for 

farmworkers and advocates.   

In terms of the indicator “Increased Enforcement of Wage and Hour Policy “the 

Weeding Out Abuses report, co-authored by OA and Farmworker Justice, was a main 

focus of this strategy. This report is seen as an important tool to raise awareness about 

employment conditions for farmworkers in an effort to influence public policy.   
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OA AS A SOCIAL ACTOR  
According to organization theory scholars a social actor can be thought of as an 

organization that assesses and responds to the behaviors of its partners, potential 

partners, actors that may be exacerbating social problems, and those affected by social 

problems33. An organization that assesses and responds to behaviors is one that believes 

in acting on the world in a way that creates change, rather than standing by as change 

occurs.  In an effort to put the role of social actor into practice OA has assumed the role 

of the social actor in many different capacities during the planning and implementation 

of the three strategies under Decent Work Program.   

As a grantmaker OA co-strategizes with partners before and after granting them 

funding. In this context the social actor role has the potential to add great value to 

partners work; however it also brings an inherent imbalance of power given that one 

partner relies on the funding of the other.34  

Key informants were asked to comment on OA’s role as a social actor.  No definition was 

provided.  Rather, informants were invited to declare what the phrase social actor 

means to them and then provide their thoughts about OA in that context.  Informants 

indicated that the most emblematic way in which OA has practiced its role as a social 

actor under Decent Work Program is through EFI. The multi-stakeholder approach had 

guidelines for decision-making and the right partners involved, making the initiative an 

appropriate backdrop for bringing OA’s role as a social actor to a new level. As EFI grew, 

so did OA’s opportunity to practice co-strategizing. From providing project management 

staff and hiring a facilitator, to securing restricted funding for the initiative and setting 

the initial strategy, Decent Work Program has effectively added value to EFI as a social 

actor.  

Table 3 visually depicts ways in which OA has a strong social actor role and areas where 

OA can improve.  The numbers in the table represent the total number of key 

informants who mentioned the corresponding strength or area to improve. 

Table 3: OA as a Social Actor 

                                                
33

    King, B, Teppo F. & Whetten, D. (2009). Finding the Organization in Organizational Theory: A Meta-Theory of the 

Organization as a Social Actor Organization Science, Articles in Advance, pp. 1–16 
34. Watson, G. (2010). The Advocacy Learning Initiative: Shifting from Development Funder to Ally for Social Change. Change not charity: essays 

on Oxfam America’s first 40 years. 

Strengths Areas to Improve 
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Four informants spoke to how OA’s involvement in their work had brought legitimacy to 

what they were trying to do. One informant specifically said that OA’s presence brought 

Reynolds to the table, and they commended OA for being respectful about directing 

their attention to the partner organization.  

Partners also described OA as a social actor in terms of the resources it provides to 

partners; partners felt that the staff, technical expertise, and issue expertise were 

benefits to working with OA. One partner shared that OA has been particularly helpful in 

providing more technical resources. 

Although there have been many benefits to operating as a social actor, informants also 

had examples of ways in which OA’s role as the social actor have created tension 

between OA and its partners. For instance, in the 2012 Annual Impact Reflection report, 

as well as key informant interviews, there is discussion of the tension between OA and 

farmworker groups when OA did not renew the first EFI facilitator’s contract.  This was 

perceived as OA exerting decision-making authority separate from group consensus. Key 

informants indicate that OA had its own reasons for not renewing the contract whereas 

some EFI partners wanted to continue working with this particular facilitator and did not 

feel included in the decision-making process. This dynamic about decision-making is 

characterized by informants as an “imbalance of power”. 

In addition to the theme of the power imbalance, one other key theme emerged from 

the key informant interviews. Informants shared that roles should be more clearly 

defined, explaining that OA should be more clear up front about how they can support 

partners and asking partners the role it should play to add the most value. One partner 

shared that they were not informed of the shift OA made to being a social actor, and 

expressed that it would have made the transition less difficult if this shift had been 

addressed front the beginning. The implications of these strengths and areas for 

improvement are further discussed in the Recommendations section at the end of the 

report.  

  

 Oxfam lends credibility – 4 

 Co-leading and co-authoring – 4 

 Hands on and engaged, good to 

have their participation – 3 

 Offers resources, expertise, and 

connections – 3 

 Imbalance of decision-making and 

strategizing power – 5 

 Should be more clear up front how OA 

can support a partner – 3 

 Balance of power not addressed – 3 

 Should ask allies how to play role – 3 
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CONCLUSION 

OA originally envisioned a theory of change that latticed together three separate 

strategies in pursuit of a larger goal:  that low-wage workers secure their rights to 

collective bargaining, fair compensation, safe working conditions and freedom from 

discrimination within the food industry.  Upon review of the theory of change, through 

OA documents and interviews, the intended latticing did not occur. Instead, the three 

strategies have been implemented concurrently, and in silo to one another.  

After OA had begun implementing Decent Work Program, they realized partners were 

more excited than predicted about the Multi-Stakeholder Initiative strategy.  

Meanwhile, the political climate was not supporting the Policy strategy, with gridlock in 

congress preventing AgJOBS from passing. This was a huge loss for farmworkers, 

farmworker advocates and OA given Obama’s election had raised expectations and 

AgJOBS had been a primary focus of this strategy. Similarly, in North Carolina, the 

political configuration had evolved so that democratic politicians, who typically support 

labor rights, had become the minority. On the supply chain front, two of the three 

campaigns OA had originally intended to partner with were no longer in the picture. 

UFW had decided not to lead the citrus campaign, and CIW was no longer one of OA’s 

partners. 

 

After having examined the three strategies separately in terms of their effectiveness, it 

is clear that Decent Work Program is progressing on many of the indicators of success it 

had intended to create by 2018. Informants by and large felt like the work OA and 

partners were doing was making an impact. While there were a few skeptics, the 

overarching takeaway is that workers affected by Decent Work Program are 

experiencing better conditions, but how can these impacts be brought to scale?  

That being said, the links between these results and the theory of change where the 

Supply Change Camping/Worker Organizing strategy leads to: 1) consumer pressure; 2) 

shifts in public perceptions regarding social responsibility and fair treatment of workers; 

3) multiple agreements in the food industry and 4) the desire for growers/industry to 

create a more uniform set of standards is not very evident through this evaluation. 

 

EFI was able to insert itself into the roadmap for change and has been successful with 

inviting farmworker advocates, growers and industry partners to the table to create a 

set of standards independent from the road map set forth by the theory of change.  The 

EFI strategy has brought historically divided actors together and created the space for 

them to co-create a potentially “market-changing institution.” EFI will likely make 

sustainable changes in the lives of farmworkers working in the broken agricultural 

system.  
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The assumption that consumer pressure would demand fair treatment of workers, 

which would in turn drive buyers to create agreements around fair labor practices did 

not play out as intended. Rather, early in the development of EFI, OA and partners 

found through research that the private sector would be most interested in engaging in 

agreements around fair labor practices if it would simultaneously create transparency 

around farms’ food safety practices. This finding has proven accurate, as many of the 

businesses involved have named food safety as a reason for their participation in EFI. 

Accordingly, consumer pressure has taken on a less instrumental role than was originally 

anticipated and risk mitigation has become a central force in driving change.  

Concurrently, the national and local policy strategies have had a focus on preventing 

harmful policies, and revised regulations that improved the systems for farmworkers 

and advocates. The policy strategy is an important element of Decent Work Program, 

but as discussed earlier, multiple internal and external factors led it to fall short of 

creating impacts it had intended to create.  In following the theory of change, the work 

of EFI would lead to policy efforts.  The theory states that the food industry actors 

would want to enshrine standards into policy to maintain fair competition.  Policy 

efforts of this nature are not evident at this time.   

Concurrent independent strategies within one theory of change are often used by 

organizations with a social justice mission.  This evaluation reveals that there is a 

perception that there may be three separate theories of changes in operation at the 

same time.  There is also a perception that underlying assumptions about how to create 

change involved across the strategies are not entirely complementary. For example, 

tenets of MSI collaboration can be somewhat different from how collaboration is 

viewed or used with the community organizing tactics that are employed in Supply 

Chain Campaign/Worker Organizing strategy.  Informants note that the supply chain 

strategy can use disruptive tactics to organize farmworkers and create actions; whereas 

EFI has created space for new conversations using less adversarial collaborative 

approaches. In any case in moving forward, OA can be more transparent with partners 

about why different approaches for creating change are in the mix or OA can choose to 

refine the theory of change roadmap with more complementary strategies.  
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RECOMMENDATIONS 

Recommendation 1: OA should set a strategic direction that lattices strategies and 

coordinate efforts as a “backbone” organization and add value to partner 

organizations as a “social actor.”  

Informants shared that the benefit of the social actor approach was in the value-added 

from the regular communications and contacts they had with OA.  

 Choose a focused direction that emphasizes quality, high-contact support so as 

to eliminate the sense of disparate programming. This could be achieved by 

implementing at least two strategies in the same industry (e.g., multi-

stakeholder and supply chain campaign strategies).  

 Explore whether the opportunity exists to use supply chain campaigns and other 

methods of grassroots organizing to build public will for an initiative after 

engaging in the multi-stakeholder process. Determine ways to provide 

additional support to supply chain campaigns, such as how OA could help create 

a modernized version.  

 Engage in further conversation and create an action plan of how to address the 

issue of working on a rights issue that is intertwined with immigration policy. 

When AgJOBS did not pass, OA decided not to continue to push the 

administration on this issue. Workers without documentation are among the 

most vulnerable sub-populations in the United States.  

 As OA develops its advocacy strategy, but before securing funding, it could 

assess the adequate level of funding needed by advocacy organizations for 

effective lobbying for the predetermined strategy. Taking on the role of a 

coordinating “backbone” organization, it could determine which other funders 

are giving grants that can be used for lobbying and collaborate with them to 

ensure the organizations have sufficient funds. Ideally the advocacy 

organizations would co-create these efforts with OA and all parties would 

ensure the efforts directly support the work being done through other 

strategies.  

Recommendation 2: OA should consider how it wants to stay connected to initiatives 

that spin off or are no longer funded by OA. 

EFI has generated enduring enthusiasm, and has opened up new opportunities that OA 

could pursue. Some of the work that was initiated in the first five years has not fully 

come to fruition and could continue to benefit from OA’s expertise and legitimacy.  
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 Given OA will still “have a hand” in EFI, OA should advocate for funding, or 

consider providing funding towards additional support for the EFI Leadership 

Development Team. This component of EFI appears to be most aligned with 

Decent Work Program goal as well as the underlying assumption that 

farmworkers will play an active part in reshaping their working conditions.  

Recommendation 3: OA should continue to focus on developing its public identity as a 

social actor.  

OA partners believe that OA should be more clear and transparent about roles, such as 

who gets final decision-making power. In contrast, OA staff felt that they were 

thoughtful about clarifying roles and giving credit where due. Additionally, partners 

often did not know that they were part of a larger strategy.  

 Institutionalize practices around transparent decision-making by creating a 

protocol for explaining to partners the circumstances under which OA must 

make a final call. For instance, OA may be accountable to its funders in ways 

that are not clear to partners, and this should be openly communicated 

preemptively. This could be implemented through a RACI chart or a 

communication plan.  

 Consider creating a “public narrative”35 to support OA staff in articulating the 

transformation from grant-maker to social actor to partners and other 

stakeholders in a common language. This could be as simple as talking points 

that convey the reasons for making the shift and explain that working 

collaboratively across sectors is a prime example of how the shift might affect 

OA’s day-to-day operations. It should contextualize the shift within the larger 

movement towards cross-sector, collaborative work.  

 Continue to create opportunities for genuine co-strategizing within and across 

strategies, ideally at the onset of the program. Research shows successful 

implementation occurs when all players are informed of the theory.  

Recommendation 4: OA should ensure that future partner organizations are open to 

working collaboratively and are equipped with the resources and mindset to create 

authentic change by implementing capacity assessments or other collaboration 

inventories.  

According to key informants, some partners were not open to collaboration, preferring 

to implement their program in the way they were accustomed to. Informants also said 

                                                
35. Ganz, Marshall. "Public Narrative, Collective Action, and Power." Leading Change Network. N.p., n.d. Web. 22 Aug. 2014. 

<http://leadingchangenetwork.org/files/2012/05/Public-Narrative-Collective-Action-and-Power.pdf>. 
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that lack of resources were a barrier for at least one organization and at least one 

informant expressed concern in the private sector’s ability to address the issue of 

workers not having documentation.  

 If collaborative work is a pre-condition to selecting partners and strategies, OA 

should make this apparent to grantees from the beginning. Given some 

organizations may not be versed in this approach to program implementation; it 

may be beneficial to provide OA’s rationale and examples of strategies that have 

successfully incorporated collaborative methods. One useful tool for assessing 

partner organizations’ readiness for collaborations is the Wilder Collaboration 

Factors Inventory.36  

 In selecting future partners, OA should be intentional about assessing partners’ 

organizational readiness to take on the strategy. They should consider issues 

such as the following in making their assessment: whether leadership is ready to 

collaborate; whether the partner has the resources to implement the strategy; 

whether partner’s other funding streams are compatible with the strategy; 

whether they are ready to work with OA if it continues to serve as a backbone 

organization in the future; and whether retailers are ready to address what they 

might find with increased transparency if relevant to future strategies.  

Recommendation 5: When revisiting the Theory of Change, OA should consider 

making strategy-specific logic models in future program implementation plans.  

By making the strategy-specific logic models, partners would be able to more easily 

consume the information and validate its logic. Implementation research indicates that 

programs are more effective when all players have a clear understanding of the big 

picture.  

 It is common for a theory of change to have several logic models that articulate 

the various pathways by which each distinct strategy contributes to the long-

term goal.  

 Separate process indicators from outcome indicators. While there is value in 

having process indicators as they address how successful implementation has 

been, outcome indicators are focused on program impact. In creating logic 

models process indicators will be separated and labeled “outputs”. Short-term, 

intermediate and long-term outcomes will have separate and distinct indicators 

potentially making monitoring and evaluation easier.  

                                                
36. Wilder Research. Collaboration Factors inventory. Website: <https://www.wilder.org/Wilder-Research/Research-Services/Pages/Wilder-

Collaboration-Factors-Inventory.aspx> 
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 Develop a shared definition of success by co-defining indicators. Many of the 

terms used frequently to describe Decent Work Program, such as “leadership 

development”, “empowerment” and “partnership” can be implemented to 

varying degrees.  

Recommendation 6: OA should reflect upon EFI’s success in cultivating a collaborative 

spirit, having substantial resources and involving OA as a social actor. 

 Designate substantial time to build trust. Depending on how often the group 

meets, the personalities involved and the history between the organizations 

involved, this could take anywhere from a few months to more than a year. This 

process should be intentionally facilitated with portions of the convening 

dedicated to the purpose. Initially a lateral decision-making structure should be 

used; however, after trust has been built a more hierarchical decision-making 

structure may be more useful.37  

 Create a marketable pitch to the private sector. Determining that food safety 

was the vested interest of the retailers during EFI was critical to its success. 

However, the concept of “food safety” could have been more attractive with a 

more thorough investigation of the precise language that should be used when 

approaching potential partners.  

 Establish clear guidelines around roles and what is required of partners to 

participate. There should be measures in place to hold members accountable to 

guidelines.  

 Create a guide based on experiences with EFI. Address what would be done the 

same and what would be done differently in future initiatives. Include details 

such as the guidelines of the lateral decision-making structure. OA has many 

resources that could serve as the foundation for this type of guide, such as 

Annual Impact Reflection reports.  

 Have conversations and develop an action plan to reduce the red-tape at OA. 

Determining how to expedite processes is especially important if Decent Work 

Program plans to pursue future cross-sector work with the private sector. 

Recommendation 7: OA should turn to its peers like the Strive Initiative in Cincinnati 

for lessons on building capacity as a “backbone organization”, as informants and 

document review did not adequately address this developing role.  

                                                
37. Bryson, John, Barbara Crosby, Melissa Stone, and Emily Saunoi-Sandgren. "Designing and Managing Cross-Sector Collaboration: a Case 

Study in reducing traffic Congestion." The Business of Government. N.p., n.d. Web. 22 Aug. 2014. 

<http://AgJOBS.AgJOBS.umn.edu/centers/slp/transportation/bicycling_nonmotor/pdf/DesigningandManagingCross-SectorCollaboration-

Brysonetal.pdf>. 



 

50 

 

 Backbone organizations are seemingly in their developmental phase, and thus 

best practices are still emerging. A hallmark backbone organization is the Strive 

Initiative in Cincinnati. The Greater Cincinnati Foundation and the nonprofit 

evaluator FSG have conducted in-depth research on the topic and found that 

they pursue six common activities: 1) Guide vision and strategy, 2) Support 

aligned activities, 3) Establish shared measurement practices, 4) Build public 

will, 5) Advance policy, and 6) Mobilize funding.38  

Recommendation 8: OA should be sure gender is adequately addressed in 

implementation efforts, as gender equity is a top priority for OA and there was not 

sufficient evidence of attention to gender issues in the first five years of Decent Work 

Program. 

 Begin with a Gender Equality Capacity Assessment Tool like the one developed 

by the United Nations Women Training Centre. The Capacity Assessment Tool is 

a way to assess the understanding, knowledge and skills that a given 

organization and their staff have on gender equality and women's 

empowerment, and on the organization’s gender architecture and gender 

policy.  

                                                
38. Turner, Shiloh, Kathy Merchant, John Kania, and Ellen Martin. "Understanding the Value of Backbone Organizations in Collective Impact: Part 2 

(SSIR)." Understanding the Value of Backbone Organizations in Collective Impact: Part 2. N.p., n.d. Web. 22 Aug. 2014. 

<http://AgJOBS.ssireview.org/blog/entry/understanding_the_value_of_backbone_organizations_in_collective_impact_2>. 
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