Annex IV 

Guidelines for the preparation of terms of reference for evaluation 

The aim of these guidelines is to assist project and programme managers and staff of the Independent Evaluation Unit in the preparation of terms of reference for evaluation and, by so doing, to improve the quality of evaluation in UNODC. The guidelines below are general and must be tailored to the needs of each project or programme. They can be used as a check list for quality control by evaluation managers.

For independent project evaluations, project and programme managers are in charge of drafting the terms of reference, in cooperation with the relevant units and sections at headquarters and field offices and (where possible) members of the core learning partnership. IEU can offer guidance during the drafting process, and will review, comment on and clear the terms of reference.  

For major and desk evaluations, IEU will draft the terms of reference, in consultation with relevant units and sections at headquarters and field offices. 

Although terms of reference are not required for self-evaluations, IEU offers support to project and programme managers willing to draft them.

The following sections are to be included in the terms of reference: 

1. 
BACKGROUND INFORMATION 
Background information should include:

(a)
Information on why, when and how the project or programme was established, including information on the original project document and overall budget; 

(b)
Reference to any amendments or revisions of the original project document;

(c)
Main objectives, expected results and performance indicators of the project or programme.
2.
PURPOSE OF THE EVALUATION

In order for the evaluation manager to identify the purpose of the evaluation, the following issues need to be addressed (see also chapter II. D. in the main body of the present handbook):

(a)
Who initiated the evaluation; 

(b)
What type of evaluation is planned; 

(c)
Who is the evaluation manager; 

(d)
Why is the evaluation being undertaken and what will it seek to accomplish;

(e)
Why is the evaluation being undertaken now;

(f)
Who are the main stakeholders of the evaluation and how will they be involved.

3.
EVALUATION SCOPE

In clarifying the scope of the evaluation, the following points should first be determined:

General

(a)
The time period to be covered by the evaluation (e.g. the period 2000-2004);

(b)
The geographical coverage of the evaluation (e.g. global, regional, subregional or national);

(c)
The thematic coverage of the evaluation (and, in the case of major evaluations, the specific projects to be covered).

Key evaluation questions to be answered by the evaluation. 

These evaluation questions relate to the quality criteria that UNODC’s programmes and projects are expected to fulfil: relevance, effectiveness, efficiency, sustainability and impact. (see also chapter II. E. in the main body of the present handbook).

In addition, attention should be paid to the lessons learned and best practices.

Such questions can be related to the project concept and design, the project implementation and deliverables (outputs and outcomes), and management issues. 

4.
EVALUATION METHODS 

The quality of the evaluation depends very much on the methods used to collect and analyse data (see also chapter III C. in the main body of the present handbook). 

The terms of reference must clearly state that the evaluation team should provide a detailed description of evaluation methods prior to the field mission (for example, in the shape of a design matrix). 

5.
EVALUATION TEAM COMPOSITION

In choosing the members of an evaluation team, the following should be kept in mind:

(a)
Number of evaluators; 

(b)
Required areas of expertise (evaluation skills, technical skills, knowledge, experience and language skills);

(c)
Identification of the team leader;

(d)
Clear statement of the roles and responsibilities of each team member; 

(e)
Names of the nominating parties (UNODC, donors, recipient Governments, implementing partners etc.). 

While evaluators may be nominated by other stakeholders, it should be made clear in the terms of reference that evaluators will not act as representatives of any party and must remain independent and impartial.

6. 
PLANNING AND IMPLEMENTATION ARRANGEMENTS

Management arrangements

Clarify responsibilities of the field offices and units and sections at headquarters (where appropriate) and mention agreements with other relevant stakeholders where relevant (for example, in the case of a joint evaluation). 
Logistical support

Specify what kind of travel will be required, what kind of materials, office space and support will be needed, and who will be in charge of providing logistical support. 

Timeframe for the evaluation process

Specify starting and ending dates and give a detailed breakdown of days for consultants (see table). 

The period during which stakeholders will comment on the report should be included in the timetable. Consultants are not paid during this period but their work will be finished only once they have integrated relevant comments and the final report has been cleared by IEU.

Table - Sample matrix for calculating  the number of days to be worked by consultants

	When

(Tentative dates)
	Consultant 1

(Who and for how many days)
	Consultant 2

(Who and for how many days)
	What tasks
	Where (location)

	
	
	
	Desk review
	Home

	
	
	
	Briefing of evaluators
	Field office / headquarters

	
	
	
	Field mission/visit
	Country /location A

	
	
	
	Field mission/visit
	Country /location B

	
	
	
	Debriefing session
	Headquarters

	
	
	
	Preparation of the draft report
	Home

	
	
	
	Round of comments among relevant stakeholders
	

	
	
	
	Finalization of the report
	

	Total working days
	
	
	
	


Detailed budget 

This should include consultants’ fees (based on the number of days worked), daily subsistence allowances, travel-related costs, translation and interpretation costs and any other logistics costs.

Expected deliverables 

These could include an inception report (including a finalized design matrix), a draft evaluation report, debriefing meetings or presentations and workshops, and the final evaluation report.

The UNODC standard format and guidelines for evaluation reports should also be attached to the terms of reference. 

7. 
PAYMENT
Consultants will be issued consultancy contracts and paid in accordance with United Nations rules and procedures. 

For major evaluations, for example, a lump-sum is usually paid in three instalments: 

· The first payment will be made upon signature of the contract (travel expenses plus 75 per cent of the daily subsistence allowance); 

· The second payment (50 per cent of the consultancy fee and 25 per cent of the daily subsistence allowance) will be made upon receipt of the draft report by the relevant units and sections at headquarters or field offices and by the Independent Evaluation Unit;

· The third and final payment (50 per cent of the consultancy fee, i.e. the remainder of the fee) will be made only after completion of the respective tasks and receipt of the final report and its clearance by the Independent Evaluation Unit.

