7.
COMMISSIONING AN IMPACT ASSESSMENT: TERMS OF REFERENCE FOR CONSULTANTS

EDAs may wish to commission external impact assessments where:

· A complex IA has been decided at the design stage involving a range of quantitative, qualitative and participative methods

· Where a project is not achieving the stated outputs and a greater level of analysis is needed to determine the reasons

· Where an EDA wishes to look at IA across a sector or theme (e.g. outreach to the urban poor) to draw comparative conclusions

Terms of Reference should be drawn up in participation with project staff and with professional support from DFID colleagues in other sectors.  Costs of the IA strategy should have been included in the project's budget at the design stage; these should have included capacity for the project to absorb the lessons that may emerge from the study, for example to hold workshops with staff to disseminate the findings and negotiate changes in the organisation's work that will lead to improved impact in the future.

Detailed guidance on the process for commissioning an impact assessment is contained in DFID's Evaluation Guidelines.
 The following is a summary of the main points to be included in the Terms of Reference, which can then be used as the EDA's guide for steering the IA through to satisfactory completion.

Model Terms of Reference for Consultants

1  Project Title: Brief Description

2  Background

This should provide general background and context for the proposed consultancy:

· reasons for the consultancy (including details of problems/constraints faced by the recipient)

· the level of local resources/capacity available to support the consultancy

· the proposed role of the consultants 

· arrangements for working with local staff (including role of counterparts and/or local task forces) and some idea of the existing MIS and what data is already available.

3  Overall Objectives 

Clearly state the objectives and intended users of the impact assessment. Ideally the objectives should include both justifying programme investments and improving programmes. 

4  Scope and Methods of the Work
This section should list in detail all of the tasks and activities to be carried out by the Consultant in the sequence that they are expected to be undertaken.

· State the key research questions. These should be guided by the intended use of the information that is to be gathered, and limited to those which it is most important to address 

· Identify the key partners in the IA process and the stakeholders to be included in the sample – this will affect methodology. 

· Determine the method or mix of methods envisaged for the IA. The choice of methods should be based on  the objectives of the impact assessment, the key research questions, the availability of resources (time, money and people) and the degree of generalisation and precision required. Involving project staff in the design process is very important for improving the credibility and ultimate usefulness of an IA. Their knowledge of the programme and the context can be invaluable in informing many aspects of the research design.

	Checklist:

	· Are the methods proposed consistent with the time and resources available for the impact assessment?

	· Will the methods provide the type and quality of impact assessment required by the stakeholders ?

	· Have specific questions or hypotheses relating to each impact assessment indicator been generated during the inception stage of the impact assessment ?

	· Will the methods to be used by the impact assessors provide valid and reliable information which will allow these questions to be answered ?

	· Are the methods to be used clearly described in the proposal and inception report ?


5  Expected Outcome and Deliverables

The general outcome should be described. Against each of the tasks and activities set out under the scope of work there should be a corresponding output. It is important that consultation of the draft report with stakeholders is included, to assist in developing ownership of the findings. Not all stakeholders will necessarily agree with the findings; this should be reflected in the report.  Dissemination of the report should also be included as a key outcome.  

There will be occasions when the partner organisation feels the outcome of the IA is not a fair reflection of their achievements or did not take into account some special circumstances.  This can be a source of tension, even conflict.  It is most likely to happen when the project staff and management feel their views were not taken into account in determining indicators and criteria for assessment, and confirms the need to engage them in design of the IA strategy from the start.

6  Competency and Expertise Requirements

Minimum requirements and preferences should be stated, and CVs requested for the consultants put forward to carry out substantial parts of the work.  You should expect them to advise of their:

· professional expertise relating to the issue being evaluated

· knowledge of the country / region

· general development expertise and experience

· cross-disciplinary skills (e.g.. social, economic and institutional)

· awareness of gender and cultural issues

· impact assessment experience, and of what methodologies

· any special language skills 

7  Conduct of the Work

This should set out any useful information about the way the consultancy is expected to be organised and implemented. In particular it should state what will be:

·  the role of the consultancy team leader;

·  the role of team members and the organisation of the team;

·  the design and implementation of work programmes;

·  target dates for completion of work programmes;

·  the role of local counterpart staff in the conduct of the work
·  how the research process  can benefit those involved  
·  how the research process will contribute to the programme

8  Reporting Requirements
This covers both routine reporting on the progress of the assignment and on the final outcome/ conclusions of the work carried out. 

Particular attention should be paid to:
· the scope and timing of progress reports for DFID and recipients

· the need for presentations/ workshops to discuss progress and conclusions with project staff and management
· the coverage and timing of reports, setting out the results of the consultancy.
Impact assessment reports need to be short, clear, and easy to read if they are to be accessible and effective. Authors should write for a general audience, and should bear in mind that English will not be the first language of many readers. Technical and academic jargon should be avoided. Long  reports will not be read, and are expensive to translate.  At a minimum the report should include:

· A clear statement of the objective of the impact assessment

· A description of the programme including its objectives

· A description of the methodology used for qualitative and quantitative components, especially criteria  and process for selecting participants

· Findings, interpretation of results, conclusions and when appropriate, recommendations for programme improvement

Dissemination of Findings

Impact assessment findings will need to be effectively disseminated within DFID and its partners if the aim is policy lesson learning. Accountability requires that the impact assessment findings are accessible to the public and participants in the UK and partner countries. 

For this to be the case :

· dissemination needs to be planned from the beginning, and included in the TOR.

· dissemination needs to be directed at, and tailored for, specific groups. Dissemination should be project / audience-led, not consultant- or product-led.

· reports (or at least summaries) should be translated into  local languages where necessary (and the costs of this included in the project budget).

· findings need to be openly and widely disseminated throughout the process, not just at the end.

· the budget needs to contain sufficient resources for effective dissemination.
Dissemination methods need to be designed and implemented on a case by case basis. Three primary methods of dissemination can be used :

· presentations, workshops and seminars

· impact assessment reports and summaries 

· articles in general and academic publications
� Available from the Monitoring & Evaluation Dept (link to DFID M&E site).


� DFID’s Centre for Social Dimensions of Business Practice is developing guidelines for dealing with dissent (link required) ??Link URL??





