Terms of Reference for Evaluation
Deliverable Description                                                                                            


Purpose/Description of the Terms of Reference for Evaluation:    
Terms of Reference (TOR) provide the framework for commissioning an evaluation. 

The reader of the TOR should be provided with answers to the following questions:

Why do you need an evaluation?


Who are the stakeholders of the evaluation?


What are the key evaluation questions?


What should be the scope of the evaluation?


What will be the timeline for production of the evaluation?


How and when will the evaluation results be used?
Formats:

To serve its purpose, TOR should cover the following: 

Purpose of the evaluation.   The purpose section of the TOR should describe why the evaluation is to be done and how the evaluation results will be used and by whom.  This should be clearly linked back to the evaluation plan.
Description of the social, economic and political context.  The context section of the TOR should provide an overview of the environment within which the programme(s) or project(s) are operating.  This should be brief, synthetic, and focused on the issues most pertinent to the subject matter of the evaluation.  This may include, as appropriate, the relevant human development indicators, key features of international, regional and national economy and regional and national policy issues.

Description of the subject of the evaluation.  The subject of the evaluation is the programme(s) and/or project(s) and their intended outcome(s) and output(s).   The description of the subject in the TOR should include the logic and underlying assumptions upon which the strategy was originally developed, and the implementation strategy that has actually been adopted. Any major divergences between the two should be stated and explained.

Evaluation objectives and scope.  The objectives section of the TOR should define the primary focus of the evaluation – what questions and issues it will address.  The description of the scope in the TOR should clarify the breadth and depth of the evaluation. The scope should be informed by the questions that the evaluation seeks to answer. It should clarify the subject matter to be covered, as well as the time period geographic area and target groups to be considered. 

The scope defined in the TOR should be realistic; it needs to be feasible given the budget and time available for the evaluation.  

In support of harmonization, to limit duplication and make efficient use of scarce resources, the scope should take into account other existing or planned evaluations of the same subject. The relationship between the planned evaluation and other related evaluations should be described, including how information from these other evaluations may be used.

Evaluation questions: The questions should address the specific demands for information needed to address the purpose of the evaluation. 

The following broad questions need to be addressed in any evaluation: 

·     Have the right things been done? (was the outcome and associated programme/ projects relevant, appropriate and strategic to national goals and the UNDP mandate?),

· Have things been done right? (were the actions to achieve the outputs and outcomes effective and efficient?),

· Are the results sustainable? (will the outputs and outcome(s) lead to benefits beyond the life of the existing programme(s)/project(s))? 

· How might we do things better in the future? (which findings may have relevance for future programming or for other similar initiatives elsewhere?)

Elements of an Approach.  The approach section of the TOR should outline how the evaluation will be conducted.  Defining the detailed evaluation methodology will require the involvement of the evaluator(s).  The TOR should provide only the key elements of the evaluation approach, upon which the evaluator(s) can elaborate.  

The evaluation approach to be taken will depend, among other things, on the purpose and objectives of the evaluation.  It will also depend on the nature of information available to the evaluator(s), such as indicators, baseline information, and specific targets.  

The TOR should describe:
· Whether and how the evaluation was considered in programme/project design, 
· Details of the outcome and outputs indicators that have been proposed / used to measure performance, with associated baseline and target data. 
· Information on what monitoring has actually taken place.  
· Strengths and weaknesses of original M&E design and the quality of data that have been generated.  

· Availability of relevant global, regional, national data, 

· Availability of complementary data (from similar programmes/projects). 

Expected products.  The TOR should describe the type of products (reports, briefs or other) that are expected from the evaluation, who will use them and how they will be used.  The TOR should also specify the expected formats for such products.  Guidance on the structure of a UNDP evaluation report and a quality control checklist for its content have been developed.  

Composition, skills and experience of the evaluation team.  The TOR should outline the skills, experience, qualifications and other relevant competencies - such as language capabilities -that will be needed to conduct the evaluation effectively (whether by a consulting firm or by individual consultants).  

Plan for evaluation implementation. The final section of the TOR should outline a timetable for the evaluation, including when different deliverables or products – such as briefs, draft report, final report, and so on - are expected.  The TOR should also outline the key responsibilities of UNDP in the process of the evaluation. 

Annexes.  The following documents should be appended to the TOR when provided to the evaluator(s): 

· Quality Criteria for Evaluation Report 

· Ethical Code of Conduct for Evaluation in UNDP

· 

 HYPERLINK "http://www.undp.org/eo/methodologies.htm" 

Guidelines for Outcome Evaluators

Quality Criteria:  
The following checklist provides a basis for reviewing the quality of the TOR. It may be used by the drafters of evaluation TOR to ensure that all necessary elements are contained with the TOR document.  This checklist is aligned with the United Nations Evaluation Group Standards for Evaluation in the UN (2005).

1. The purpose of the evaluation is clear and realistic

· There is an explicit mention of who requires the evaluation results and what they will do with them.

2. The subject of the evaluation is elaborated

· The conceptual linkages between the strategy and the intended outcome(s) are clearly explained. 

· In the case of an outcome
 evaluation, the specific projects to be considered are clearly mentioned, including their timelines, executing agencies and budgets.

· There is a clear description of the external political, economic and social context within which the programme(s) and/or project(s) are situated

3. The evaluation questions address the contribution to development effectiveness.

· The questions address the relevance, efficiency and effectiveness of the programmes or projects being evaluated, as well as the sustainability of results.  

· The questions address the value-added of the programmes and projects in comparison with alternatives

· The questions address UNDP’s partnership strategy and its relation to effectiveness in achieving the outcome

· The question address UNDP strategic positioning and its comparative advantage

· The questions require the evaluation to provide disaggregated information by gender, ethnicity and other relevant criteria

Where appropriate, the questions should address contribution to changes human development as measured by people’s well being. 
4. The evaluation questions should include an assessment of the extent to which programme design, implementation and monitoring have taken the following cross cutting issues into consideration:
· Human rights

· Equity

· Capacity development

· Institutional strengthening

· Innovation or added value to national development

5. The TOR should reflect the findings of an assessment of evaluability assessment, or require such an assessment prior to the definition of the evaluation approach and methodology

In accordance with the Norms and Standards for Evaluation in the United Nations System, evaluability is the extent to which there is clarity in the intent of the subject to be evaluated, sufficient measurable indicators, assessable reliable information sources and no major factor hindering an impartial evaluation process

6. The scope of the evaluation is clear and consistent in relation to the purpose and the questions
· The scope of the evaluation, including time period, phases in implementation, geographical area, parameters with respect to the subject and stakeholders being examined is made explicit.

7. The evaluation should be manageable within time requirements and budget allocation.  
8. The product(s) of the evaluation respond to information demands identified in the statement of purpose

· The TOR clearly describes the deliverables or product(s) and the audience(s) of such product(s) in terms of format, structure and length 

· They define which audience(s) requires what products.

· There is a proposed structured for the final report that meets the requirements for evaluation reports in UNDP.

9. The composition, skills and experience required are commensurate to the task

· The TOR outline the requisite skills, experience, qualifications and other relevant competencies for the tasks outlined

· There is a requirement for the independence of the evaluators, meaning that they have not been involved in the design, implementation or monitoring of the programmes or projects to be evaluated. 

10. The legal and ethical bases for conducting the evaluation are outlined

· The TOR is accompanied by the code of conduct for carrying out the evaluations

· The TOR is accompanied by the formal agreements outline the obligations of all parties, responsibilities and accountabilities and understandings of actions for non-compliance.

Procedures and Accountabilities:  

The TOR should be developed through an inclusive process with the key evaluation partners and stakeholders. Preparing the TOR should involve gathering together, reviewing and logically structuring all of the relevant material on the subject of the evaluation (including the results framework, outcome and output indicators and available monitoring data).  This material should assist in the drafting of the TOR itself, and provide additional information to the evaluator(s).

Programme Manager and the members of the outcome/project board or other advisory panel/board should establish a system for quality assuring the TOR for the evaluation. 
� Or other evaluation where the unit is larger than a single project.


� Norms for Evaluation in the United Nations System, para 7.2.
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