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UNDAF EVALUATION

GUIDELINES FOR TERMS OF REFERENCE

1. Introduction

The UNDAF evaluation is a joint UN review, conducted with national partners, of the overall results expected from UN cooperation in the country. The proposed timing, the beginning of the penultimate year of the programme cycle, suggests that the Evaluation takes place late enough to assess performance and results of the first three years of the current programme cycle and early enough to inform the design of the next programme cycle.

The main users of the Evaluation will be the UNDAF partners, i.e. the UNCT and the government of the programme country and donors who support the programmes. The UNDAF evaluation directly feeds into the design and preparation of the next UNDAF (definition of UNDAF outcomes and expected impact) and of Country Programmes and projects by individual agencies. 
Roles, contributions and also operational modalities of UN funds, programmes and agencies as well as challenges for UNDAF vary tremendously in different national contexts. Drafting of specific terms of reference in different country contexts will thus be necessary.  The present guidelines hence only set out the general purposes and objectives of an UNDAF Evaluation, provide some illustrative key questions and guidance concerning the methods to be used, and define the challenges that need to be met concerning management and organisation of such an evaluation exercise. Reviews and evaluations of programmes and projects of agencies feed into the UNDAF Evaluation.

The UNDAF Evaluation should use standard OECD / DAC criteria (relevance, effectiveness, efficiency, impact and sustainability of results) as well as the key issues of design, focus and comparative advantage of the UN system to guide its objectives and key questions. 

UNDAF Evaluations will only take place where an UNDAF and an UNDAF Results Matrix, and an UNDAF M&E Plan exist. Experiences of the first CCA/UNDAF rollout countries have shown that the implementation of the CCA/UNDAF Guidelines is sometimes far from adequate. It is therefore suggested that the UNDAF Evaluation also considers the dimension of design and focus of the UNDAF.

The Declarations of Monterrey 2001, Rome 2002, Marrakech 2003, Paris 2005 as well as the TCPR evidence a growing trend to integrate all external support into the national development processes. Consequently, the UN is increasingly challenged to document its role and contribution within the broader context. The UNDAF Evaluation will explore this issue under the heading of comparative advantage of the UN system.
2. Purposes
The UNDAF Evaluation will serve three main purposes:

a) To assess the relevance of the UNDAF outcomes, the effectiveness and efficiency by which UNDAF outcomes and Country Programme outcomes are being achieved, their sustainability and contribution to national priorities and goals.

b) To determine how the UNDAF helped UN agencies to contribute more effectively and efficiently to national development efforts and capacity building

c) To learn from experiences of the current programming cycle, and identify issues and opportunities emerging from the implementation of the current UNDAF, to inform the design of the next UNDAF and country programmes and projects by individual agencies as well as adjust the current programming as relevant.

3.
Objectives, scope and key questions

On the basis of these considerations, general objectives of the UNDAF Evaluation are indicated below. These general objectives should not be used as a blueprint, but as a source of inspiration to craft more concrete objectives and key questions, that address the realities of the role, contribution and strategy of UNDAF in given country contexts.

a) Assess the role and relevance of the UNDAF (i) in relation to the issues and their underlying causes, and challenges identified by the CCA undertaken at the beginning of the current programme cycle and in the context of national policies and strategies (ii) as a reflection of the internationally agreed goals, particularly those in the Millennium Declaration,  and international norms and standards guiding the work of agencies of the UN system and adopted by UN member states: 

· Do the UNDAF outcomes address key issues, their underlying causes, and challenges identified by the CCA? Were new issues and their causes as well as challenges that arose during the UNDAF cycle adequately addressed?

· Has the UNDAF results matrix been sufficiently flexible to adjust to evolving national policies and strategies e.g. National Development Plans and Goals, PRSP, SWAP, legislative reform) during the current programme cycle? 

· Have the UNDAF outcomes been relevant in terms of internationally agreed goals and commitments, norms and standards guiding the work of agencies of the UN system (including the Millennium Declaration MDGs, UN human rights treaties, including such as CRC, CEDAW).

b) Assess design and focus of the UNDAF, i.e. the quality of the formulation of results at different levels, i.e. the results chain:

· To what extent is the current UNDAF designed as a results-oriented, coherent and focused framework?  
· Is it likely that the planned Country Programmes and projects and programme strategies will lead to the expected UNDAF results?
· Are expected outcomes realistic given the UNDAF timeframe and resources? 

· To what extent and in what ways have risks and assumptions been addressed in UNDAF design?

· Is the distribution of roles and responsibilities among the different UNDAF partners well defined, facilitated in the achievement of results and have the arrangements been respected in the course of implementation? 

· Do the Country Programmes and the UNDAF respond to the challenges of national capacity development and do they promote ownership of programmes by the national partners?    

· To what extent have human rights principles and standards been reflected or promoted in the UNDAF and, as relevant, in the Country Programmes? To what extent and in what ways has a human rights approach been reflected as one possible method for integrating human rights concerns into the UNDAF? 

· To what extent and in what ways are the concepts of gender equity and equality and other cross-cutting issues reflected in programming? Were specific goals and targets set? Was there effort to produce sex disaggregated data and indicators to assess progress in gender equity and equality? To what extent and how is special attention given to girls’ and women’s rights and empowerment?

c) Assess the validity of the stated collective comparative advantage of the UN System:

· To what extent and in what ways have the comparative advantages of the UN organizations been utilized in the national context (including universality, neutrality, voluntary and grant-nature of contributions, multilateralism, and the special mandates of UN agencies)?

d)   Assess the effectiveness of the UNDAF in terms of progress towards agreed UNDAF outcomes
· What progress has been made towards the realization of UNDAF outcomes as a contribution to the achievement of MDGs and in terms of indicators as reflected in the UNDAF M&E Plan? To what extent and in what ways was special emphasis placed on strengthening of national capacities, building partnerships, promoting innovations, and the realization of human rights and promoting gender equity and equality?

· Which are the main factors that contributed to the realization or non-realization of the outcomes? How were risks and assumptions addressed during the implementation of programmes and projects?

· To what extent and in what ways did UN support promote national execution of programmes and / or the use of national expertise and technologies?

e)
Assess the effectiveness of the UNDAF as a coordination and partnership framework:,

· To what extent and in what ways has UNDAF contributed to achieving better synergies among the programmes of UN agencies? 

· Has the UNDAF enhanced joint programming by agencies and /or resulted in specific joint programmes? Were the strategies employed by agencies complementary and synergistic? 

· Have agency supported programmes been mutually reinforcing in helping to achieve UNDAF outcomes? Has the effectiveness or programme support by individual agencies been enhanced as a result of joint programming?

· Did UNDAF promote effective partnerships and strategic alliances around the main UNDAF outcome areas (e.g. national partners, International Financial Institutions and other external support agencies)? 

f)
To the extent possible, assess the impact of UNDAF on the lives of the poor, i.e. determine whether there is any major change in UNDAF indicators that can reasonably be attributed to or be associated with UNDAF, notably in the realization of MDGs, National Development Goals and the national implementation of internationally agreed commitments and UN Conventions and Treaties. 

g)
To the extent possible, assess the efficiency of the UNDAF as a mechanism to minimize transaction costs of UN support for the government and for the UN agencies;

· To what extent and in what ways has UNDAF contributed to a reduction of transaction cost for the government and for each of the UN agencies? In what ways could transaction costs be further reduced? 

· Were results achieved at reasonably low or lowest possible cost? 

h)  Analyse to what extent results achieved and strategies used by the supported Country    Programmes and projects are sustainable (i) as a contribution to national development and (ii) in terms of the added value of UNDAF for cooperation among individual UN agencies. 
· To what extent and in what ways have national capacities been enhanced in government, civil society and NGOs? 

· Have complementarities, collaboration and / or synergies fostered by UNDAF contributed to greater sustainability of results of Country Programmes and projects of individual UN agencies?

4. Methods and process

The UNDAF Evaluation is the last milestone of the UNDAF M&E plan that was conceptualized at the beginning of the programme cycle. It is an external, participatory, and iterative learning exercise, which should be completed within a timeframe of two-three months.

It takes place at the beginning of the penultimate year of the programme cycle and builds on UNDAF Annual Reviews as well as major studies and evaluations that have been completed by individual agencies.  As the ability to assess achievement of UNDAF outcomes will to a large extent depend on the completeness and quality of reviews and evaluations of the individual agency country programmes, it is important that individual agency evaluations address the contribution of their interventions to UNDAF outcomes. 

The UNDAF Evaluation is jointly commissioned and managed by the UNCT (heads of agencies) and national governments To the greatest extent possible, national governments should develop ownership and leadership, as far as this exercise is concerned. The UNDAF provides an opportunity to contribute to the capacity-building in evaluation of national partners. The UNDAF evaluation involves stakeholders such as  UN staff, their counterparts in the government as well as NGOs, other international actors such as IFIs and bilateral donors.  Stakeholder participation is essential and should be sought from the beginning of the process through a series of meetings and possibly through the organisation of an UNDAF Evaluation Workshop that would take place towards the end of the UNDAF Evaluation process. The purpose of the workshop is to validate and refine findings, conclusions and recommendations of the evaluation.

In order to determine the scope of the evaluation, it is suggested that the government and the UNCT initiate the evaluation process by assessing how the UNDAF can be evaluated in a reliable and credible fashion given the data and resources.  This assessment will include a review of the documentation available on the UNDAF design and implementation process. 

Methods to assess UNDAF outcomes and impact should involve open and semi-structured interviews with key stakeholders, a comprehensive review of documents (both from the government on national policies and strategies as well as from the UN agencies), a synthesis and analysis of data from regular programme monitoring as well as field visits. Use of grassroots participatory evaluation approaches involving the beneficiaries and local partners are strongly encouraged in agency programme evaluations.  Reviews or evaluations of agency supported programmes will feed into the UNDAF evaluation. 
5. Management and organisation

The UNDAF Evaluation will be commissioned and overseen by the UNCT and the government. Day-to-day evaluation management will be ensured either by a designated existing theme group reporting to the UNCT or by a task team specifically created for this purpose. It may be useful to appoint a reference group for the evaluation comprising various national and international stakeholders (including the UNCT). The main task of the reference group will be to guide the evaluation process at the design, implementation and report stages. The reference group will also participate in the UNDAF Evaluation workshop. 

The UNDAF Evaluation will be conducted by external consultant(s) selected by mutual agreement between the UNCT and the government through a transparent thorough selection process.  Consultants will be entrusted with analysis based on information gathered, organization of partner fora, and working with thematic groups, the RC Office and other stakeholders to ensure the impartiality, consistency and coherence of the evaluation. Consultant competencies should include but not be limited to the following:

· Knowledge and experience with logical frameworks and evaluation approaches and methods

· Knowledge and experience with the national development frameworks, especially National Development Goals (MDGs), PRSP, SWAp, key legislation, etc.

· Extensive experience with UN programming, especially the CCA and UNDAF

· Experience working with teams and team processes

The UNDAF Evaluation should be articulated in the RC annual workplan for the penultimate year of the UNDAF cycle. Funds required by the UNCT to carry out the evaluation should also be requested in the RC annual budget and agencies of the UN System should make financial and in-kind contributions (e.g. providing transport for field visits, cost of photocopying, publication of the report, etc.) to the best of their ability and as equitably as possible.

The main steps of the UNDAF evaluation process are summarized in box 1 for ease of reference. 


Box 1: Summary UNDAF Evaluation Steps





Step 1: Preparation 


Include the UNDAF evaluation in the UNDAF M&E Plan as well as in the work plans and budgets of the Resident Coordinator, the UNCT and work plans and budgets of individual agencies


Articulate studies, reviews and evaluations of individual agencies around UNDAF outcomes 


Assess whether the UNDAF meets with minimum requirements for an evaluation (existence of an UNDAF results matrix and an M&E Plan) and decide whether the UNDAF evaluation is feasible


Draw up terms of reference and evaluation calendar. Identify future users of the evaluation results. 


Define management arrangements for  the evaluation. Use existing UNCT coordination mechanisms (e.g. theme groups, coordination officer) as much as possible and articulate their responsibilities


Define procedures to maximize consultation with the government and its involvement in the evaluation process and outcome and define participation by other stakeholders


Define the roles and contribution of regional bodies and non-resident agencies. 


Define procedures for the selection, recruitment and management of consultants (DGO and UN Staff College may be able to identify potential consultants with CCA/UNDAF experience)


Determine logistics requirements including administrative support


Review budget and sources of funding.





Step 2: Implementation


Organize an evaluation team planning workshop to establish the evaluation work plan, methodology and develop data collection instruments as well as the division of labour among evaluation team members


Gather data: review of documents particularly evaluation and progress reports of participating UN agencies, field visits, interviews etc.


Analyse the data collected possibly during a data analysis workshop


Prepare the report


Share the report with stakeholders for comments and finalize





Step 3: Use of the results


Organize a stakeholders’ meeting/workshop to validate and refine findings, conclusion and recommendations; discuss dissemination and communication strategies and plan for implementation of evaluation recommendations.  The follow-up plan should determine a process for ensuring that lessons learned are incorporated into the next UNDAF programming cycle.


Disseminate the evaluation findings and recommendations


Implement a follow up plan. 





Throughout the process, seek support from: � HYPERLINK "http://www.undg.org" ��www.undg.org� (especially CCA/UNDAF Guidelines, UN Programming Learning Kit, programming best practices, evaluative information network, agency evaluation officers, Globalnet, UNDG Coordination Practice Area, DGO geographic/regional focal points).














PAGE  
1

