Guidance on Terms of Reference for Mid-term Evaluation Missions

The first step in planning for an evaluation mission is formulating the TOR.  The TOR defines the issues that the evaluation should address, how it will be conducted, and the products expected from it.  As such, it is an essential tool for ensuring that the evaluation mission is effectively carried out.  It is strongly recommended to a) invest adequate time in formulating and refining the TOR and b) to involve key stakeholders in the process in order to reflect their views and interests in the TOR.

Each evaluation has its peculiarities and therefore TORs need to be tailored-made. The following outline is a sample TOR designed for adaptation: 
Introduction

The introduction should consist of a brief description of: a) Standard UNDP/GEF M&E requirements -attached in Annex I-; plus b) the project objectives and its context within the program country. 

Objectives of the Evaluation

In this section, the answers to the following questions must be clearly stated: 

· Who initiated the evaluation? 

· Why is the evaluation being undertaken?

· What will the evaluation try to accomplish?

· Who are the main stakeholders of the evaluation? 

· What is the purpose of this evaluation?

Scope of the Evaluation – describes what to focus on  

The TOR should include a description of issues pertaining to the relevance, performance
 and success of the project, including sustainability of results, which will be covered by the evaluation. The specific aspects of those dimensions will vary by type of evaluation. Please refer to GEF Guidelines for specific issues to be covered. 

Products Expected from the Evaluation

This section should contain a description of the specific products that the evaluation manager wants to obtain as a result of the review and assessment of the issues identified in the previous section. For example, an evaluation report with findings, assessment of performance, lessons learned, recommendations, description of best practices, and an “action list” in a certain area of particular importance for the project. (please refer to Annex II for a sample outline of an evaluation report) 

Methodology or Evaluation Approach

The methodology that will be used by the evaluation team should be presented in detail. It may include information on: 

· documentation review (desk study);

· interviews;

· field visits;

· questionnaires;

· participatory techniques and other approaches for the gathering and analysis of data. 

Evaluation Team 

· Number of evaluators and areas of expertise.

· Responsibilities. 

The Team leader is always responsible for finalizing the report. Evaluators can be internal or external, national or international.

Implementation Arrangements

This section should consist of details about the following: 

· Management arrangements - specifically the role of UNDP country offices (consultation with the offices and their prior approval when the evaluation is being initiated by headquarters);

· Realistic time frame for the evaluation process-specifically including time breakdown for :

· desk review 

· briefings for evaluators 

· visits to the field (including allocation fro travel), interviews, questionnaires

· debriefings

· validation of preliminary findings with stakeholders through circulation of initial reports for comments, meetings, and other types of feedback mechanisms

· preparation of final evaluation report (length, format and content should be specified)

· Resources required and logistical support needed- how many consultants and experts are needed and for how long, what kind of travel will be required and what kind of materials will be needed. 

The TORs involve a strategic choice of what to focus on and should therefore be reviewed by key stakeholders in an evaluation. 

Annex I 

Standard Introduction for Mid-term evaluations

The Monitoring and Evaluation (M&E) policy at the project level in UNDP/GEF has four objectives: i) to monitor and evaluate results and impacts; ii) to provide a basis for decision making on necessary amendments and improvements; iii) to promote accountability for resource use; and iii) to document, provide feedback on, and disseminate lessons learned. A mix of tools is used to ensure effective project M&E. These might be applied continuously throughout the lifetime of the project – e.g. periodic monitoring of indicators -, or as specific time-bound exercises such as mid-term reviews, audit reports and independent evaluations. 

In accordance with UNDP/GEF M&E policies and procedures, all projects with long implementation periods (e.g. over 5 or 6 years) are strongly encouraged to conduct mid-term evaluations. In addition to providing an independent in-depth review of implementation progress, this type of evaluation is responsive to GEF Council decisions on transparency and better access of information during implementation.
Mid-term evaluations are intended to identify potential project design problems, assess progress towards the achievement of objectives, identify and document lessons learned (including lessons that might improve design and implementation of other UNDP/GEF projects), and to make recommendations regarding specific actions that might be taken to improve the project. It is expected to serve as a means of validating or filling the gaps in the initial assessment of relevance, effectiveness and efficiency obtained from monitoring. The mid-term evaluation provides the opportunity to assess early signs of project success or failure and prompt necessary adjustments.
Annex II

Evaluation Report: Sample Outline 

(Designed for adaptation to specific project circumstances.) 

Executive summary

 Brief description of project

 Context and purpose of the evaluation

 Main conclusions, recommendations and lessons learned

Introduction

 Purpose of the evaluation

 Key issues addressed

 Methodology of the evaluation

 Structure of the evaluation

The project(s) and its development context
 Project start and its duration

 Problems that the project seek to address

 Immediate and development objectives of the project

 Main stakeholders

 Results expected 

Findings and Conclusions

 Project formulation

- Implementation approach 

- Country ownership/Driveness 

- Stakeholder participation 

- Replication approach 
- Cost-effectiveness 

- UNDP comparative advantage

- Linkages between project and other interventions within the sector

- Indicators

- Management arrangements

 Implementation

- Financial Planning

- Monitoring and evaluation 

- Execution and implementation modalities

- Management by the UNDP country office

- Coordination and operational issues

 Results

- Attainment of objectives

- Sustainability

- Contribution to upgrading skills of the national staff
Recommendations

 Corrective actions for the design, implementation, monitoring and evaluation of the project

 Actions to follow up or reinforce initial benefits from the project

 Proposals for future directions underlining main objectives

Lessons learned

 Best and worst practices in addressing issues relating to relevance, performance and success

Annexes

 TOR

 Itinerary

 List of persons interviewed

 Summary of field visits

 List of documents reviewed

 Questionnaire used and summary of results

 Co-financing and Leveraged Resources (see Table 1 attached)

Table 1.  Co-financing and Leveraged Resources 

(For projects that have undergone a mid-term, phase or a terminal evaluation)
A. Co-financing 
	Co financing
(Type/

Source)
	IA own
 Financing
(mill US$)
	Multi-lateral Agencies (Non-GEF)

(mill US$) 
	 Bi-laterals

Donors (mill US$)
	Central Government
(mill US$)
	Local Government
(mill US$)
	Private Sector
(mill US$)
	NGOs
(mill US$)
	Other Sources*

(mill US$)
	Total
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	Total
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· “Proposed” co-financing refers to co-financing proposed at CEO endorsement.

· Please describe “Non-grant Instruments” (such as guarantees, contingent grants, etc): _______________________________________________________________________________________________________________

· Please explain “Other Types of Co-financing”: _________________________________________________________________________

· Please explain “Other Sources of Co-financing”: ________________________________________________________________________

Projects that have not realized expected co-financing levels must provide explanations.  Please describe in 50 words the resources the project has leveraged since inception and indicate how these resources are contributing to the project’s global environmental objective.



















� Evaluators should assess the performance of a project on the basis of the indicators identified in the logframe matrix





