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ToR drafting: do a quick self-test !
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Activity | Case study

Discuss the following aspects with your
group

Mistakes to avoid in drafting terms of
reference for an evaluation?

Best practices for draftingTOR; tips
and tricks
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Terms of Reference for an Evaluation:
Session Outline

Basic project / programme information

Evaluation objectives and scope

Issues to be addressed/ evaluation questions
Methodology and approach

Reporting requirements

Workplan and timetable

Let’s explore the standard ToR template



about:blank

Provide basic information describing the
project/programme

Identification
v Full name of the project/programme

v Legal basis and commitment/decision underpinning EC support

Strategic components

+ Overall objectives, purpose, outputs for the targeted groups/areas and activities
(refer to the logical framework to be appended); any significant change to the
original objective

+ Origin of the project/programme, historical background, design and programming
process, policies and strategies to which the project/programme contributes

v Evolution of the context — major trends — in the political, institutional, social and/or
economic fields

These may be available in project documentation

Copy, Paste BUT Revise and Update
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12390wards  [®  English [United Kingdom)

The objective of this chapter is to provide o summarised, descriptive overview of the Action
to be evaluated (not of the evaluation assignment, which is to be described in the Chapter
2). it aims ot providing the framework controctors with key information helping them to

contextualise the Action to be evaluated.

The chopter shall be foctual and not contain judgement on the resul Hint boxes:

performance of the Action to be evaluated in order not to influence the indepen:
the evaluators.

No text is to be included between the Heading of the chopter 1 (Backgrou.
Heading of the chopter 1.1 (Relevant country / region / sector background), un
to include o preamble.

The suggested headings {and their tities) are meant to provide guidance for the writing up of
the chapter but can be modified as needed. It is, however, important that all the elements

suggested by the sub-headings are addressed.

S

The ‘hint boxes’ contain advice for drafting the ToR.

This is the example of o hint box

1.1 Relevant country [ region / sector background

Feel free to modify the title to reflect your specific evaluation.
The objective of this chopter is to provide framework controctors with:

* g snapshot of notoble and refevant elements of the country / re
background at the time the Action to be evaluated was designec
reference to the Nationol Development Plan of the Country;

g short deseription of the evelution of the background during the
evaluation.

Adaptation boxes:

Evaluations are all different, and what is advisable for a complex programme
evaluation is not necessarily applicable when evaluating a single project. The
Template has thus been prepared with adaptation in mind; the ‘adaptation
boxes’ contained in this template highlight the specific parts of the Template

requiring adaptation.

This is the example of an adaptation box

1.2  The Action[s] to be evaluated®

Title[s] of the Action[s] to be =} [Indicate the title of the Action to be evaluated; in case of multiple

The Template contains standard text that can be used as it is, without any

Text underlined in yellow and included within squared brackets is optional or to

be adapted [ replaced with specific references to your evaluation.

evaluated Actions, indicate each of them in a separate numbered bullet]

Budget[s] of the Action[s] to | " [Indicate the budget of the Action to be evaluated; in case of multiple

be evaluated Actions, indicate each of them in a separate bullet, following the |
same numbering used when listing thei gy..42rd and additional / optional text

CRIS number[s] of the * [indicate the CRIS number of the Acti Stondard text:

Action[s] to be evaluated multiple Actions, indicate each of themr amendment.
the numbering above] Additional text:

Dates of the Action[s] to be »  Start: xx/o0 oo

evaluated * End: )ogfn,’m

[This is an example of a text to be replaced / adapted]

The text of this chapter - which will follow the previous table - should describe the Action(s)
to be evaluated. In cose of multiple Actions, they will be described one by one, in the same




Provide basic information describing the
project/programme

= QOperational components

" Components and key implementation arrangements
(management, contracts, monitoring, co-ordination, partnerships).

+ Cost, funding modalities, co-financing, significant changes, if any.
+ Duration and schedule, significant changes, if any.

+ State of implementation, indicating any noticeable successes or
problems.
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Define the evaluation objectives & scope
Objective & Scope

s ~» WHICH WHAT WHAT
WHY ~ FOR WHOM “ EToE SCALE? s
Main Use and :
objectives users of the Temporal Geographic Sector or
and purpose  evaluation limits legaland ~  theme or
(management, a_dmlm_stratlve component to
lessons learned, dimensions be evaluated
accountability) (or issues to be

studied)

Key part of the ToR

European |
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Navigation Y X I 2.1 [Objectives of the evaluation I
Search documant P~ Systematic and timely evaluation of its programmes and activities is an established priority* of the
European Commission®. The focus of evaluations is on the assessment of achievements, the quality and
Headings  Pages Results the results® of Actions in the context of an evolving cooperation policy with an increasing emphasis on
result-oriented approaches and the contribution towards the implementation of the SDGs.’
T TOACRCROOND = From this perspective, evaluations should look for evidence of why, whether or how these results are
linked to the EU intervention and seek to identify the factors driving or hindering progress.
1.1 Relevant country / region / se...
12 The Action(s] to be evaluated Evaluations should provide an understanding of the cause and effect links between: inputs and activities,
: oA and outputs, outcomes and Impacts. Evaluations should serve accountability, decision making, learning
.3 Stakeholders of the Action and management purposes.
1.4 Other available information ™ ki f th ' i I : tiha h
e main objectives of this evaluation are to provide the relevant services of the European Union, the
4 2 DESCRIPTION OF THE EVALUATIO...
interested stakeholders and the wider public [delete ‘the wider public’ if not relevant and/or complete by
2.1 Objectives of the evaluation other audience] with:
4 22 Requested services
515 e ki e an overall independent assessment of the past performance of the [name of the Action(s] to be
R O a0 evaluated], paying particular attention to its [in case of a mid-term evaluation you may add
222 Indicative Evaluation Qu... ‘intermediate’] results measured against its expected objectives; and the reasons underpinning
4 23 n\azes of the evaluation and r... such results;
2.3.1 Synoptic table * key lessons learned, conclusions and related recommendations in order to improve current [if
2.3.2 Inception Phase relevant] and future Actions.
2.3.3 Desk Phase
234 Field Phase In particular, this evaluation will serve [..c......]
2.3.5 Synthesis Phase
2.36 Dissemination phase Please describe In o few words »why this evaluation is needed (e.g., to understand the
24 Specific Contract Organisatio... perfo of the 8% 9/ ¥ g9 pros tn.of
Sy S S results in order to adjust its design or implementing modalities; or to understand the
.S Management and Steering of .. performance of the Action, its enabling factors and those hampering a proper delivery of
251 Atthe EU level results as to inform the planning of the future EU interventions and Actions in the same
2.5.2 At the Contractor level sector).
26 Language of the Specific cont... In describing this, make direct reference to the particulor evaluation you are launching.
4 3 EXPERTISE REQUIRED
3.1 Number of experts and of wor...
32 Expertise required The main users of this evaluation will be [....... ]
3.3 Presence of management tea...
4 4 LOCATION AND DURATION
¢ COM(2013) 686 final “Streng g the foundaotions of Smart Reg - improving evoluation” - hitp.//ec europo eu/smart-
4.1 Starting period lgtion/docs/com 2013 en.pdf; EU Financiol reguiation (ort 27); Regulation (EC) No 1905/200; Reguiation (EC) No
4.2 Foreseen duration of the assig... 1889/2006; Reguiation (EC) No 1638/2006; Reguiation (EC) No 1717/2006; Council Reguiation (EC) No 215/2008
4.3 Planning, including the penio... ¥ SEC {2007)213 "Responding to Strategic Needs: Reinforcing the use of evaivation”, hitp.//ec. europe ey/smart-
4.4 Location(s) of assignment requigtion/evoiygtion/docs/evol comm sec 2007 213 enpgf; SWD (2015)111 “Better Reguiation Guidelines®,
hitp.//ec europa eufsmart-requiotion/guidelings/docs/; m_q br_guidelines en pdf; COM{2017) 651 fi fnol ‘Compieting the Better
4 SREPORTING Regu!anon Agendo Seﬂer solutions /or Derter results’, b ¢ europo.eu/info/sites/info/files ting-the-better-
5.1 Content, timing and submissi... fgtion B lutions: ter-resulls en
5.2 Use of the EVAL module by th... * Reference is made to the entire resuits chain, covering outputs, outcomes ond impocts. (fr. Regulotion (EU) No 236/2014
“Laying down common rules ond procedures for the impiementation of the Union's instruments for financing external action” - -
- Brvmn AL mn misrnmm mislmaimbhnmhand solmemamnnns loivne lonne Hlne fodl (Bmmmnint _mevistmmnnlmm IV ALIDE WONLA _viv mad —— =
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Formulate the evaluation questions

= Use or identify key issues to
focus evaluation

Refer to evaluation criteria with
respect to the phase of the

Intervention cycle (ex ante —
in itinere — ex post)

Formulate clear and precise
evaluation questions that are
linkable to causal chains in
the IL

If not comfortable drafting EQs,
it's fine to just identify key issues

A synthesis of all answers to
evaluation questions should
allow an overall assessment
of the project/programme
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Commission




Specific ToR evaluations SIEA with Guidance EN v.1.1.docx [Compatibility Mode] - Word

Insert Design Layout References ' Q Tell me what you want to dc
=1} = o PP [ .| Bl iz R, Al P Find -
Calibn L A=A [As SR — % 2l T, AaBbCc o AaBb AaBbCcD¢ AaBbCCDC A4oBbCcDofe AaBbCeDA 4oBoCcDofe 1 AABBC 1.1 AaBbt  1.1.1 AeB 1.1.1.1 A: 11111 II1111. 1LII11I1. LLLLLL — . S
p":’" ~ For‘mal Painter B I U-axcx, x A-%. A EEE=E= :i - O - Bullet 1 TBullet2 TBullets1 FSBullets2 TCaption Footnotes FuBnotent.. Heading1 Heading2 | Heading 3 | THeading4 Heading5 Heading6é Heading7 Heading 8 \:‘( Sc::d =
Clipboard " Font ". Paragraph e A S Styles r Editing ~
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i to be evoluated.
4 1BACKGROUND In this chapter, you will define those questions that the evaluators are requested to answer.
1.1 Relevant country / region / se... You can formulate them either as Evaluation Questions; or as issues to be addressed.
12 The Action[s] to be evaluated Either option is acceptable.
1.3 Stakeholders of the Action The Evaluation Questions (or the issues to be addressed) will define what the evaluation
1.4 Other available information focuses on, have a primary impact on the methodology that the evaluators will adopt and
4 2 DESCRIPTION OF THE EVALUATIO.. determine the findings that will be produced by the evaluation.
2.1 Objectives of the evaluation * The Evaluation Questions (EQs) are organised occording to the five DAC criteria
4 22 Requested services (Relevance, Efficiency, Effectiveness, impact and Sustainability) and the 2 additional
22.1 Scope of the evaluation criterio, i.e., EU added value and the coherence of the Action. These 5+2 criteria are
2.2.2 Indicative Evaluation Qu... :’chm’yl deﬂned”'asl mel mm { by ot least one Eval 3 S
4 2.3 Phases of the evaluation and r... discussed in the box In chopter 2.2.1, your specific evaluation may suggest not
2.3.1 Synoptic table covering all these criterio.
2.3.2 Inception Phase The EQs must be discussed and agreed beforehand with the Reference Group of
2.3.3 Desk Phase the evaluation; If this Is not the cose, this chopter shall include Issues to be studied,
234 Field Phase instead. In formulating your Evoluation Questions, make specific reference to the
Action(s) to be evaluated ond avoid copying their standard definition.
£k s Ve For more information obout the formulation of Evoluation Questions please see
2.3,6 Dissemination phase http://ec.euro, o ‘'evaluation-
2.4 Specific Contract Organisatio... voll en.pdf (Chapter 6).
4 2.5 Management and Steering of .. * Issues to be addressed are viable alternatives to the £Qs: they describe your main
251 At the EU level topics of concern and are not orgonised according to evoluation criteria. They can be
2,5.2 At the Contractor level organised by main issue as to enhonce readability of the ToR (i.e. M/megy’
2.6 Language of the Specific cont...
4 3 EXPERTISE REQUIRED
3.1 Number of experts and of wor...
3.2 Expertise required
3.3 Presence of management tea..
4 4 LOCATION AND DURATION
4.1 Starting penod
.2 Foreseen duration of the assig...
4.3 Planning, including the perio...
4.4 Location(s) of assignment
4 5REPORTING
5.1 Content, timing and submissi.. areas, complementarity with other stakeholders, management and governance,
Sk ol are v chout (e’ sxotootin Lm0 ondlixthe oyt :
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Describe methodology and approach to be
adopted

Describe the main methodological stages and products of the
evaluation process

Specify the methodological approach if required
Define particular tools to be used

Define, if possible, the terms of interaction with the evaluators
(seminar/workshop)

Adapt methodology & approach to the type of intervention (flexibility
and recognition of the evaluators’ expertise for project evaluation vs.
standard and exhaustive sequence for strategic evaluation)
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Commission




Insert Design Layout
L] - -
Calibri =112~ A A
Paste : . s @
« ¥ Format Painter BT U-#cx x| @
Clipboard - Font
MNavigation T
evaluation team w o
Result 2 of 37 ajlr

Headings Pages Resultz

H

4 1 BACKGROUND
1.1 Relevant country / region / se...
1.2 The Action[s] to be evaluated
1.3 Stakeholders of the Action
1.4 Other available information
4 2 DESCRIPTION OF THE EVALUATIO...
2.1 Objectives of the evaluation
4 2.2 Requested services
2.2.1 Scope of the evaluation
2.2.2 Indicative Evaluation Qu...
4 23 Phases of the evalustion and r...
2.3.1 Symoptic table
2.3.2 Inception Phase
2.3.3 Desk Phase
2.3.4 Field Phase
2.3.5 Synthesis Phase
2.3.6 Dissemination phase
2.4 Specific Contract Organisatio...
4 2.5 Management and Steering of...
2.5.1 At the EU level
2.5.2 At the Contractor level
2.6 Language of the Specific cont...
4 3 EXPERTISE REQUIRED
3.1 Number of experts and of wor...
3.2 Expertise required
3.3 Presence of management tea...
4 4 LOCATION AND DURATION
4.1 Starting perod
4.2 Foreseen duration of the assig...
4.3 Planning, including the peno...
4.4 Location(s) of assignment
4 5 REPORTING
5.1 Content, timing and submissi...
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Heading 3 T Heading 4

3 ?EHPER"I"ISE REQUIRED

In order to ensure consistency with the global price nature of the evaluation controcts,
please define the expertise needed by your evaluation in terms of Expertise required within
the team (not in terms of profile of the individual evaluators).

This hos three main advantages: i) Size of competition: the Framework Controctors hove
more opportunities to procure the sought expertise by ottributing, for example, sector and

evaluation expertise to different individuals within the team with fewer restrictions; i)

methodology of work: the methodology and organisation af work can be more specific to the
Individual evoluators that they propose; i) contract management: glebal price contracts
generate less micro-management and verification of timesheets and incidental expenditures
and therefore will free more time for the Evaluation Manager (on the latter point, see PRAG,
3.1.1).

Please bear in mind that the minimum requirements in terms of teom expertise are
compulsory; as such, specify and distinguish them carefully from the additional
requirements. In case the minimum requirements are not matched, the entire offer is to be
rejected.

3.1 Number of experts and of working days per category

As described in the Global ToR SIEA, Art. 6.2.3, ‘The precise time inputs of the experts under
a Global price contract will be left to the discretion of the Framework Controctor to propose
in the specific offer. However, the specific Controcting Authority may, where appropriate,
decide to indicate an absolute minimum input in terms of working days and/or qualifications
for one or more experts.”

The text below is coherent with this provision and allows the indication of three minimum
requirements, per category of expert: their minimum number and their minimum inputs
(overall and on mission). The minimum working days on mission have to include every
working day outside the ploce where the consultants are based: this indication is not
compulsory, so that if you do not have minimum requirements the last column of the table
below can be defeted.

The indication of o minfmum number of working days for the Teaom Leoder Is also suggested

1.1.1.1.1

Hen‘!lng 5

1.1.11.1i

Hendlrg [
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Describe in detall reporting requirements

tone
Which reports \\e;\ \
are expected > oductS
and when? ation P

What
content,
length &

specific
characteris-
tics?

Which format
for which
recipient ?
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Draw up the workplan & timetable

= Do aretro-planning of activities
+ Define when you need the report -> Plan backwards
= Foresee realistic time for feedback from EUD and RG

v Use relative timing instead of fixed dates e.g
Feedback on draft report: Delivery date + 10 days,
Instead of 28/7

= Include time buffer for unforeseen events, especially
In the field phase

ommission



Example of workplan & timetable

Evaluation process
Desk phase

Inception

Finalisation

Field phase
Travel
Information collection in
country
(De)briefing in country
(De)briefing EC HQ

Synthesis phase
Finalization of evaluation
report
Final restitution (if
appropriate)

Notes and reports

submission inception note/report

submission desk report

Seminar material

Drafting provisional final report
Seminar material

Final report

Meetings

Reference group meeting

Reference group meeting
Interviews with programme
management, EC services,

etc.

Seminar (if appropriate)
Reference Group meeting

Reference group meeting

Seminar (if appropriate)

Presentation to final
beneficiaries

European
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5.1 Content, timing and submission
evaluation tearn X -
The outputs must match quality standards. The text of the reports should be illustrated, as appropriate,
Search paused allw with maps, graphs and tables; a map of the area(s) of Action is required (to be attached as Annex).
Headings  Pages Results List of outputs:
1.3 Stakeholders of the Action The following table should be adapted and the oulputs be consistent with what indicated in
1.4 Other available information the Chapter 2, (Synoptic table). For instance, if you have merged (example) inception phase
4 2 DESCRIPTION OF THE EVALUATIO.. and Desk phase you will have just ane Inception report.
2.1 Objectives of the evaluation
4 22 Requested services Number
2.2.1 Scope of the evaluation dm Main mh
2.2.2 Indicative Evaluation Q... (excluding submission
4 23 Phases of the evaluation and r... mm’
2.3.1 Synoptic table Inception [xx] pages | * Intervention logic End of
2.3.2 Inception Phase Report [or + Stakeholder map Inception Phase
2.3.3 Desk Phase Inception Note + Methodology for the evaluation, incl.:
334 Field Phase B W'“P'—'hﬂf‘l' o Evaluation Matrix: Evaluation Questions, with
) requirement, it judgement criteria and indicators, and data
23,5 Synthesis Phase cannot be analysis and collection methods
e R skipped] & Consultation strategy [as needed]
2.4 Specific Contract Organisatio. .. o Field visit approach [including the criteria to
4 25 Management and Steering of . select the field visits]
251 At the EU level » Analysis of risks related to the evaluation
2.5.2 At the Cantractor level methodology and mitigation measures
) *  Work plan
Ll 3;;:’::;:;3:;:; e Desk Report o] pages | » Preliminary answers to each Evaluation Question, | End of the Desk
[or Note] with indication of the limitations of the available | Phase
3.1 Number of experts and of wor... information
3.2 Expertise required * Data gaps to be addressed, issues still to be covered
3.3 Presence of management tea... and hypotheses to be tested during the field visit
4 4 LOCATION AND DURATION + [update of the field visit approach if relevant]
4.1 Starting period . [;pdate]of the work plan of the following phases if
relevant
“ Fm'f'm dursten ofthe e Intermediary | (o pages | & Activities conducted during the field phase End of the Field
4.3 Planning, including the pesio... Report [or » Difficulties encountered during the field phase and | Phase
44 Location(s) of assignment Note] mitigation measures adopted
4 5REPORTING + Key preliminary findings (combining desk and field
5.1 Contert, timing and submissi.. ones)
5.2 Use of the EVAL module by th... Draft Final ] pages | » Cf. detailed structure in Annex 11l End of
5.3 Comments on the outputs Repart Synthesis Phase
: [compulsory
5.4 Assessment of the quality of L., requirement, it
3.5 Language cannot be
. ekinnad]
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