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11-13 Chemin des Anémones, 1219 Châteleine-Genève
Postal Address: Palais des Nations, CH-1211 Genève 10

Consultants’ Terms of Reference

For the Mid-term Independent Evaluation (MTE) of IW:LEARN


Strengthening Global Capacity to Sustain Transboundary Waters: The International Waters Learning Exchange and Resource Network, Operational Phase 

(VA/GLO/GEF/2005/PA01)

1. 
Introduction & Background

The GEF/UNDP International Waters:  Learning Exchange and Resources Network (IW:LEARN), IW:LEARN’s operational phase project commenced in October 2004. The projects is based on the outcomes of a successful 3-year pilot and recommendations from the three Global Environment Facility (GEF) Implementing Agencies (IAs) and their partners engaged in International Waters projects. This new phase scales up successful IW:LEARN initiatives and provides additional services to the GEF’s IW projects.

IW:LEARN’s overall objective is to improve the management of transboundary water systems by increasing the capacity to identify, disseminate and replicate best practices and lessons learned across the GEF IW projects. This objective is being achieved through a suite of learning exchanges, information sharing activities, joint demonstration activities, and related capacity building activities among GEF supported IW projects and their partners.

In pursuit of its global objective, IW:LEARN seeks to improve GEF IW projects’ information base, replication efficiency, transparency, stakeholder ownership and sustainability of benefits through the following 5 project components:

A.
Facilitation of access to information on transboundary water resources among GEF IW projects

B.
Structured learning among GEF IW projects and cooperating partners

C.
Biennial International Waters Conferences

D.
Testing innovative approaches to strengthen implementation of the IW portfolio

E.
Fostering partnerships to sustain benefits of IW:LEARN and associated technical support.

To increase the ownership of this global project among the three GEF IAs and those served by IW:LEARN, this GEF Full-Sized Project (FSP) is being co-implemented by all  three IAs.  Working with these and other partners, the IW:LEARN Project Coordinating Unit (PCU) directs IW:LEARN’s Project Coordination Team (PCT).  Each IA is ovesees a subset of activities. The management structure is diagramed below in Annex I.  (See details in IW:LEARN Operational Phase FSP Project Document or its abridged Executive Summary, both on-line via http://www.iwlearn.org/pub.) 






This TOR is designed to support a consultant conducting an independent mid-term evaluation (MTE) for the Operational Phase IW:LEARN project, including project performance vis ProDoc objectives, institutional arrangements, financing (disbursements and co-financing), impacts and opportunities for learning and mid-term course corrections to improve upon expected project delivery of its products and services.

2. 
Objectives and scope of the mid-term evaluation
The objective of the mid-term evaluation is to enable IW:LEARN, the Government bodies in the participating countries, the GEF International Waters Task Force (IWTF) members and UNOPS to assess the progress and to take decisions on the future orientation and emphasis of the project during its remaining time. 

The evaluation is an activity in the project cycle which attempts to determine, as systematically and objectively as possible, the relevance, efficiency, effectiveness, impact and sustainability of the project. The evaluation will assess the achievements of the project against its objectives, including a re-examination of the relevance of the objectives and of the project design. It will also identify factors that have facilitated or impeded the achievement of the objectives. While a thorough review of the past is in itself very important, the in-depth evaluation is expected to lead to detailed recommendations and lessons learned for the future. 

The mid- term evaluation will address the following issues :

Project design                        

· Relevance of project design within the framework of GEF guidelines and global concern regarding improving transboundary waters management (TWM)
· Appropriateness of the project’s concept and design to the current economic, institutional and environmental situations across the GEF IW portfolio;

· Contribution of the project to the overall development objective as declared in both UNDP and UNEP IW:LEARN Project Documents; and

· The likely sustainability of project interventions;

Project implementation                          

· General implementation and management of both UNDP/GEF and UNEP/DGEF sub-project by the PCU in terms of quality of inputs and activities, adherence to workplans and budgets, major factors which have facilitated or impeded the progress of project implementation 

· Adequacy of management arrangements as well as monitoring and backstopping support given to the project by all parties concerned;

· Institutional set-up throughout the Project Coordination Team (PCT; see Annex I), PCU and various Expert groups and the degree to which it has encouraged full involvement of GEF target projects; 

· 
· Responsiveness of project management to changes in the environment in which the project operates;

· UNOPS and UNEP execution;

· Co-operation among PCT partners (IWTF, GEF Secretariat, IAs, PCU, Partnership Activity Leads (PALS), specifically with regard to the integration and support of  IW:LEARN
Project impact


· Achievements of the project against the original objectives, outputs and activities as detailed in the project document and the Project Implementation plan;

· Awareness of the participating projects regarding IW:LEARN outputs;

· Level of ownership of the project by the participating projects (and IWTF?);

· Commitment of IW projects and their partners to support the ongoing IW:LEARN project, including learning and information sharing across the GEF IW portfolio;

· Likely degree of support from the projects and their national partners in integrating IW:LEARN objectives and into their regional institutional frameworks and other related projects, and how well the project fits into their own project plans;

· Impacts on GEF IW projects’ policies, strategies and work plans;

· Project impact on improving GEF IW projects’ capacity to prepare and implement collaborative, targeted and effective TWM efforts 
· Project impact on enhancing inter-agency and inter-project co-operation within and between regions;

· Cooperation among international organisations, NGOs and other stakeholders;

· Cooperation with sister projects in the GEF IW portfolio especially OP10 capacity-building projects;
· Catalytic impacts arising from the performance of the project;
· Sustainability of the project’s impact.

Final phase of the project

The mid-term evaluation mission will review the current proposed activitites for the remainder of the Operational Phase IW:LEARN project and provide comments and recommendations. 

3. 
Methodology 


The evaluation will consist of three activities: 

· Document review 

· Field visits and

· Interviews with individuals who are either affiliated with the project in some way  or who have or might be expected to be impacted by the project.

Document Review

The evaluator(s) shall familiarise themselves with the project through a review of relevant documents prior to the field visits. These documents include inter alia:

· UNDP and UNEP IW:LEARN Project Documents
· GEF Project Implementation Review (PIR)(APR) 2006
· Minutes of meetings of IW:LEARN Steering Committee from 2004 through endof 2006 (Ordinary Meetings)

· UNDP Handbook for Programme Managers: Results-Oriented Monitoring and Evaluation

· Information that can be found at the project web site: www.iwlearn.net (as well as restricted access Steering Committee Web page) 
Hard copies of selected documents, which are not available through the Web page, shall be provided by email to the evaluator(s) in advance of the mission.

Field visits

The evaluator(s) will visit at least ## IW:LEARN-sponsored workshops or events and ## GEF IW projects receiving capacity-building support from IW:LEARN, Nairobi?? and Washington, DC, 
for debriefing. 

Interviews

The evaluator(s) will carry out interviews with:

· Project Staff  (Chief Technical Adviser (CTA), USA- and Nairobi-based teams).

· 
· Selected members of the IW:LEARN Steering Committee and IW Task Force
· Selected members of the PCT (PALs and other partners)
· Representatives of the relevant beneficiaries: GEF IW project and national partners
· Other constituencies and stakeholders not directly involved in the project who may have experienced, or may be expected to experience, its impacts. 

Although the independent evaluators should feel free to discuss with the authorities concerned all matters relevant to their assignment, they are not authorised to make any commitment on behalf of UNOPS, UNDP, UNEP or GEF.

4.
Conclusions and Recommendations

Based on the above objectives and methodology, the evaluation mission should provide conclusions and recommendations, including: 

· The degree to which the project objectives have been satisfied

· Significant lessons that can be drawn from the experience of the project and its results, particularly those elements that have worked well and those that have not

· General recommendations on improving implementation for the remainder of the Operational Phase project 

· 
· 
· Recommendations on further action upon completion of the current project
5. 
MTE Mission Report

The evaluation mission will complete the Project Evaluation Information Sheet (PEIS) according to the existing format and produce a report according to the structure outlined in the UNDP Guideline for Evaluators
. In addition, the final report should contain at least  the following annexes:
· Terms of Reference for final evaluation

· Itinerary 

· List of meetings attended

· List of persons interviewed

· Summary of field visits

· List of documents reviewed

· Any other relevant material

As the report is the product of an independent evaluation, it is up to the evaluator(s) to make use of the information provided during the mission.  However, the evaluator is responsible for reflecting any factual corrections brought to his/her attention prior to the finalisation of the report. Therefore, in order to ensure that the report considers the view of all parties concerned, is properly understood, and is factually accurate, it is necessary for the evaluator to submit draft reports to the project, UNDP/GEF and UNOPS, not later than 3 weeks prior to delivery deadline for the finalized MTE mission report. UNOPS will revert promptly with collective feedback from project partners in order that the evaluator may finalise the report. 

The final version of the evaluation mission report should be submitted in electronic format (MS Word) and hard copy to UNOPS no later than 3 months following activation of this contract.

6. 
Composition of the mid-term evaluation mission

The evaluation will be performed by a team of 1-3 internationally recruited consultants. The consultants will have considerable knowledge and experience regarding GEF IW operational programme, peer-to-peer facilitated learning and knowledge management. A good knowledge of TWM issues and relevant scientific understanding and in-depth experience of project evaluation techniques, particularly of those projects which are funded by GEF.  One consultant will be designated the lead consultant and will be responsible for the production of the final MTE report. 

The consultants shall not have been directly involved in the design or implementation of the project.

7.
Indicative mission timetable and itinerary

The duration of the consultancy working days, including travel time, based on the following itinerary:
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8. 
Contact information

Contact information for IW:LEARN,  UNEP, UNOPS and UNDP/GEF:

IW:LEARN:

Dann Sklarew, Ph.D.
Chief Technical Advisor

GEF IW:LEARN
1638 Connecticut Avenue, NW, Suite 300



Washington, DC 20009
Tel: +1-202-518-2054
Fax: +1-702-552-6583
dann@iwlearn.org
UNDP-GEF 


Sean Khan& Takehiro Nakamura
[Contact info pending]

UNOPS 

Andrew Menz, Ph.D

Senior Portfolio Manager

Division for Environmental Programmes

UNOPS

11-13 Chemin des Anemones

1219 Chatelaine, Geneva

Tel. +41 (0)22 917 8556

Fax. +41 (0)22 917 8062

andrewm@unops.org

UNDP-GEF 


Mr. Andrew HUDSON


Principal Technical Advisor – International Waters UNDP-GEF

Global Environment Facility

United Nations Development Programme

Room FF-1076

One United Nations Plaza

304E 45th Street

New York, NY 10017, USA

Telephone: +1 212 906 6228

Fax: +1 212 906 6998

E-mail: andrew.hudson@undp.org
ANNEX I  IW:LEARN Project Coordination Team (PCT) 
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