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Overview
Purpose of the project: prevent and remedy the cyclical 
slavery of North and West African migrant workers in 
agricultural supply chains in selected regions of Spain and 
Italy of UK businesses. 

Timeframe: 1 Jan 2023 to 31 March 2025
Donor: UK Govt’s Modern Slavery Innovation Fund – Phase 
III

Locations:
• Italy: Puglia and Sicily
• Spain: Almeria, Murcia and Huelva
• North Africa: Morocco and Tunisia
• West Africa: Ivory Coast
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Project members
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Project Research

+ 100 stakeholders (employers, experts, 
organisations, and academics) individually 
interviewed or attended moderated 
roundtable discussions, and just over 200 
workers were interviewed or attended a 
focus group. 
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Grievance Mechanism Availabilty and Effectiveness

Identified barriers similar in both countries:

• Fear of reprisals

• Lack of trust in the system and fears about losing their jobs if 
they raised issues.

• Language barriers

• Location of suggestion / complaints boxes

• Lack of understanding or accessibility in using web-based 
platforms and using emails

• Unease among women workers in raising concerns with male 
supervisors.
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Relationship building takes time – but yields 
the greatest value

One of the clearest insights from the project is that meaningful change in 
supply chains hinges on trusted local partnerships. In Spain, success was 
driven by our collaboration with SETF. In contrast, weaker local networks in 
Italy made engagement more difficult. Future efforts must intentionally plan 
for relationship development, allowing time and resources for trust-building 
with suppliers, civil society, and grower associations.

Business engagement must start earlier – and 
be co-designed

Grower engagement was a persistent challenge. In hindsight, we would have 
involved growers in co-developing the business case for grievance 
mechanisms from the outset. This could have led to stronger buy-in and 
more aligned expectations. Companies looking to replicate this work should 
consider developing business cases that reflect real grower incentives, such 
as workforce stability, legal compliance, and climate-related worker welfare 
(e.g. heat stress management). 

Key Learnings 
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Key Learnings

Grievance mechanisms as catalysts for 
change: inclusion, ownership, and time 

matter

A mindset shift is required by all actors: GMs must be viewed as enablers 
of positive change, not mere compliance tools. Moreover, support from 
companies and other key supply chain business actors is non-negotiable 
for effective adoption at supplier level. 

The project affirmed that grievance mechanisms work best when co-
designed with workers. However, we also learned that participation must 
be inclusive of the most vulnerable such as new migrants, field workers, 
and those with limited literacy or language fluency. Reaching these 
groups requires tailored approaches, additional time, and sustained 
engagement beyond a project cycle. 

Support to the effectiveness of grievance mechanisms also need to 
deepen the engagement with  company senior management and work 
towards embedding grievance systems in day-to-day workplace culture. 
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Key Learnings 
Don’t underestimate the intangibles

Many of the project’s most important achievements – trust,
worker confidence, civil society collaboration – are difficult to
quantify but essential to long-term progress. These "soft
outcomes" need to be better recognised, resourced, and
measured in future reporting and project design. For
companies, this means valuing ongoing engagement and
partnership-building as strategic investments, not ancillary
costs.

Trade union engagement needs to be 
prioritised early

Despite good intentions, the project struggled to obtain and
maintain trade union involvement both locally and centrally,
often due to capacity constraints. Their role in worker
protection is critical. Future efforts should secure union
engagement during the proposal stage, not after
implementation begins.
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Grievance Mechanism Pilot 
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Pilot Overview

Kick off

Outline GM 
workplan

Complete baseline 
assessment / gap 

analysis

Establish the GM 
task force

Workers and 
management 

training

Implement GM 
workplan

Test, review, and 
launch the GM

Training on materials
Training to taskforce
Ongoing support 

Pilot project free of charge
Commitment to participate 
providing time and capacity



www.foroscomercioetico.com

1. Mapping

2. Access

3. Scope

4. Governance 

5. Process 

6. Appeal and 

Escalation 

Process

7. Tracking and 

Monitoring

8. Learning

Objective of the area:

• Focus question for the area

• Guidance on how to answer

Answers and recommendations

• Where you are: Options to respond, indicating

the stage of implementation you are at

• Where to focus: Associated recommendations

and references to specific sections of the

Grievance Mechanism toolkit to use

For each area, the tool provides:

• Guiding questions to support the analysis

How to assess your company: 

Gap Analysis Tool
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Please mark your answer with an X in the 
following 8 areas based on the self-
assessment 

Implementation
Stage (beginner, 
established, advanced)

Actions to 
take

Timeline Person in-
charge

1. Mapping: 

2. Access: 

3. Scope:

4. Governance: 

5. Process: 

6. Appeal and Escalation Process: 

7. Tracking and Monitoring: 

8. Learning: 

Action Plan
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Quotes
From grower management representatives on their involvement in the project

"At first, there was reluctance 
to implement the project... 

but now its value is 
recognized."

"One of the greatest achievements and something that 
the director is very happy about is the fact that different 
profiles of workers have been involved within the work 

group."

"The company will work on the 
action plan and provide the 

greatest clarity to the workers 
about the process to be 

followed..."
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Strategic-Level 
Recommendations

Reframe grievance mechanisms as tools 
for empowerment and continuous 
improvement, not just compliance.

Embed GMs into company culture by 
securing senior management buy-in and 
integrating them into everyday business 
operations.

Support supplier ownership by offering 
sustained guidance, resources, and 
technical support (e.g. using the OBAS 
Grievance Mechanism Toolkit).

Worker-Centered 
Design

Involve workers from the beginning of 
the process via:
• GM Taskforce  - representative of the 

workforce 
• Grievance committees – ongoing 

oversight
• Address trust barriers – safe, 

anonymous environments
• Communicated to all workers



www.foroscomercioetico.comEthical Trading Initiative 15

Practical 
Implementation

Gap analysis of existing mechanisms 
with worker involvement.

Offer multiple reporting channels – to 
suit different literacy, language, and 
comfort levels

Provide Training to EVERYBODY

Introduce gender-sensitive practices –
Female grievance officer, private spaces 
for sensitive disclosures

Monitoring, Learning, 
and Adpatation

Establish KPIs and tracking systems to 
manage and monitor grievances.

Review regularly - Adapt accordingly 

Build trust - Communicate outcomes

Strengthen ownership & transparency –
Include workers in the evaluation of GM
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Ecosystem and Stakeholder Engagement

Ecosystem & 
Stakeholder 
Engagement

Engage civil society 
and trade unions: support local 

relevance, training, and trust building

Leverage local partners who 
understand the cultural and legal 

context

Foster collaboration: between brands, across sections. Use locally 
established multi stakeholder platforms to harmonize grievance approaches 

and share learnings
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Experience
• New project. Productive reinforcement of current channels, 

some of which were not understood.

• Collaborative creation: Developed collaboratively by workers 
from different centers.

• GM Taskforce. Productive meetings. Gap Analysis: Workers gave 
little importance to this type of tools. Difficulty in knowing 
problems on the part of the company. Lack of trust from worker. 
Language.

• Easy Access and confidentiality: It stands out for its comfort, 
discretion and confidence for the worker. The company values 
advice, productivity of the FCE team.

• Next steps: currently in the promotion phase to guarantee its 
continuous use and enhance the company's ethical values.
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Experience
Why Participate?

• Opportunity to implement a tool to facilitate 
communication between workers and management. 

• Promote trust in grievance mechanisms that other 
channels didn’t have before. 

• Promote worker wellbeing.
• Align with client expectations on best practices

Impacts Seen
• Establish a better coordinated and clear process.
• Through worker training  - they really know how it works
• Many more:

• Workers express their opinion – Trust
• They can ask members of the ethical committee 

(GM Taskforce) or grievance officer
• Better process to clarify questions and doubts. 
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✓ Worker-centered design.

✓ Strengthens existing systems.

✓ In-person training builds trust.

✓ Aligns with national/international requirements.

Canal Foros: Summary
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Main KPIs

52

Internal trainers 
trained by ETF

2228

Workers directly 
trained by ETF

39

Trained 
managers and 
user accounts

15

Companies with 
active Canal Foros 

and trained 
workers

8945

Workers 
covered by 
Canal Foros

75

In-person 
workers training 

sessions

Fully implemented:
Biotorres Reyes / Tierras del Condado / Frutas Alhambra / Morcillomoguer / Bonnysa Agroalimentaria / Actiture Dos Mil 

/ Suncrop Espania / Lucena Fruit / Agrios el Carril / Ecoinver / Fruca Marketing / Fruits and Vegetables La Ñeca / 
Alimentos del Mediterráneo / Catman North / Frutas Poveda

Implementation in process:
Orchard / Iberveg / Agrícola El Bosque / Fructivia / Berryneo / Coprohnijar / One Nature

Canal Foros guarantees, through face-to-face training for workers, that the system is tested, trusted, and understood before it is ready for 
use. In this way, its effectiveness has been proven to be much greater.

The number of workers who will be covered by the complaint mechanism will rise to around 10,000 when these systems are implemented 
in all registered companies.
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Ethics Committee 
Current members

The Ethics Committee is an independent 
body, made up of NGOs, trade unions, 

experts, etc., which acts as an escalation 
level, in cases where there is no agreement 
between the company and the informant on 

the proposed action plan to resolve 
complaints or grievances

Committee´s Goal: to provide its assessment in 
those complaints or grievances in which there is 

no agreement between the company and the 
informant on the proposed action plan to 

resolve them.



www.foroscomercioetico.com

Lessons Learned

✓ Trust-building is essential.

✓ Printed cards and visuals make systems accessible.

✓ Worker representatives are key to credibility.
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Improvements Implemented

✓ New training materials.

✓ Worker representatives at every 
grower site.

✓ Ethics Committee meets monthly, 
transparent case resolution.



www.foroscomercioetico.com

Improvements
✓ Training in person & 

asking workers to learn 
sending a test complain 
– Key aspect before, 
further improved.
✓ It has been improved 

through the printed 
cards designed and 
especially through 
improving the system –
along with Ethics 
Committee – by adding 
the worker 
representatives at each 
grower after these two 
experiences where 
workers representatives 
have been so key 
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Looking Forward

oOpen to future 
initiatives.

oCollaborative
approach.

o Strengthening worker 
voices together.



GRACIAS
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