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Terms of Reference (ToR)

Final Evaluation

Project: AFG105-19 “Reintegration of Most Vulnerable Children including children on the move and emergency affected children through provision of TVET and Employment Facilitation”

Afghanistan

Help – Hilfe zur Selbsthilfe e.V.

	Project Code:
	AFG105-19

	Donors 
	UNICEF, WFP, ADH

	Procurement type:
	Services (1 Individual consultant) 

	Opportunity type:
	Final Evaluation

	Location:
	Herat, Ghor, Badghis and Farah provinces

	Language:
	English

	Sector:
	Livelihood & Reintegration

	Project Period:
	(October 14th 2019 - February 13th 2022)



1. Introduction

“Help – Hilfe zur Selbsthilfe” is a German non-governmental charity-organization duly registered with the courts of law in Germany and in several host countries, such as Afghanistan. It was founded in 1981 by concerned Members of Parliament of all parties represented in the German Parliament. Help started providing humanitarian assistance for Afghan refugees in Pakistan, and soon extended to development-oriented activities. Help provides aid and development-support regardless of race, ethnicity, gender, creed or nationality. Priorities are set on the basis of need and upon the request from partners and vulnerable communities to cooperate fairly and transparently. Help is engaged both in emergency- and in development-programs. Whenever possible, Help links emergency-aid with assistance for self-help. It is our aim to encourage the efforts of communities affected by disasters and political upheaval, while strengthening their capability to improve their living conditions and long-term perspectives. 
Help is commissioning an independent final evaluation of the project “Reintegration of Most Vulnerable Children including children on the move and emergency affected children through provision of TVET and Employment Facilitation”. The project is funded by the United Nations Children’s Fund (UNICEF), WFP and ADH. The project started on 14th of October 2019 and will end on 13th of Feb 2022. The project is implemented by Help and Help’s local partner, Organization for Sustainable Aid in Afghanistan (OSAA). 






The evaluation should:

a) assess the project against the Employment Facilitation and Reintegration criteria impact, relevance, efficiency, effectiveness and sustainability.

b) Provide recommendations

1) to support the future livelihood cycles within the running project
2) to support reintegration activities within the running project and for an eventual follow up project
3) to serve as a foundation for the preparation of a project extension or an aligned follow-up project

The evaluator is invited to support and cooperate with Help’s project team as well as the partner organization, OSAA. This may entail participating in an in-depth interview, providing requested information or documents and making use of the reporting templates developed by the team.

2. Background

The Technical and Vocational Education and Training (TVET) program of Help in Afghanistan started in 2008 which is ongoing up to date. With the financial support of its main donors - the European Union, UNICEF, the German government, the German Federal Ministry for Economic Cooperation and Development/BMZ, WFP and its local partners, Help trains more than 1,000 beneficiaries in marketable vocations every year, facilitates job opportunities for the TVET graduates and supports their integration in their places of origin to make them able to contribute to the reconstruction of Afghanistan.

The impact (I) of the project is “Affected children at the national and sub-national level enjoy an enabling environment that promotes protection and prosperity”.

By reaching the following outcomes, the above-mentioned impact shall be achieved:

Outcome 1 (O1): Girls and boys affected by humanitarian crises at the national and subnational level, including children affected by armed conflict, displacement, and unsafe migration, are assisted, reintegrated, and provided appropriate support as per Core Commitments for Children CCCs by UNICEF and its partners.

The Outputs to be achieved to reach to the above-mentioned outcomes are:

OC1-Output 1: Provision of quality 6-month TVET Training for 2350 of eligible most deprived children and / or to an immediate breadwinner member of their families based on NSDP and MoLSA standards.

OC1-Output 2: Provision of Employment Services to all TVET graduates through Employment and Entrepreneurship Service Center/EESC run by OSAA. OSAA, the local NGO partner of Help, will also be involved in the implementation of the activities for this output together with Help.
OC1-Output 3: Improve capacity and involvement of Government, NGO and Association partners’ staff; 24    staff of DoLSAs and partners.

3. Purpose, general aims of the evaluation and key evaluation questions

Help aims to ensure quality in its work and thus builds on a strong culture of lessons learnt. As such, Help is committed to review its programs through external evaluations.

3.1. Purpose of the evaluation

The main purpose of the evaluation is to provide an independent and comprehensive assessment of the project; assessing and describing the project’s relevance, effectiveness of the chosen approach, the activities and the steering to accomplish the results and the impact, the efficiency of the project implementation and steering, as well as the impact of the intervention for the beneficiaries and the sustainability of that impact. Furthermore, the evaluation shall identify key weaknesses and provide recommendations to be considered in the preparation of an up-coming project extension or a follow-up project.

The evaluator should provide Help with useful information, analysis and recommendations, thereby enabling the organization to engage in effective policymaking, planning, programming and implementation.

[bookmark: _Hlk89261865]The evaluation shall be implemented in adherence to the following principles: Respect for People; Independence & Impartiality; Utility; Integrity; Validity; Transparency (please see Annex 1 at the end of the ToR for the detailed interpretation of these principles).
3.2. Key evaluation questions/relevant aspects to cover

The evaluation will address five Key Evaluation Questions (KEQs). All KEQs should be queried independently from each other. The laid out sub-questions are plausible but not exclusive:

	
OECD/DAC
Criteria
	
Knowing what happened
	
Judging the merits
	
Deciding on what to do next

	




Effectiveness
	
To what extent has the intervention achieved the following objective?

Outcome “Girls and boys affected by humanitarian crises at the national and subnational level, including children affected by armed conflict, displacement, and unsafe migration, are assisted, reintegrated, and provided appropriate support as per Core Commitments for Children CCCs by UNICEF and its partners”.
	
What were the barriers and enablers that made the difference between successful and disappointing results?
	
Which aspects of the Programme should be continued or replicated to achieve similar, more or better results?

	





Impact
	
What are the overall long-term and enduring effects of the intervention with regards to improving affected children at the national level enjoy an enabling environment that promotes employment and prosperity?

Please describe intended and unintended, positive and negative effects in the region and on the conditions of the TVET graduates’ lives.
	
What was achieved that would not have changed without
the project’s intervention?
	
What changes can be made in the project to enhance its unique value for the targeted population?

	






Efficiency
	
What were the costs of achieving the results? Were they within the planned budget? Were the results achieved within the timeline?
	
To what extent can the costs of the intervention be justified by the three types of results — outputs, outcomes and impact — taking alternatives into account?
	
How can the program’s design and inputs be modified to improve cost effectiveness?

	





Relevance
	
Does the project contribute to facilitation of employment for the beneficiaries?

Does the project lead to higher income from TVET activities?

Does the project address the needs of the street working children, IDPs, Returnees, Disabled person and Brik Kiln workers population?
	
Is the intervention consistent with the needs and priorities of its intended beneficiaries?
	
What if anything about the project could be tweaked to make it more laser-focused on its objectives?

(Consider Gender aspects)

	




Sustainability
	
What is the evidence that staff of DoLSA and local partner NGOs received training on labor & social affairs units including TVET & NSDP in management, organization of trainings, developing curricula and running a VTC properly beyond the project duration?
	
Is the project worth it in terms of the actual or anticipated long-term improvements it will bring about?
	
What if anything in the project could be adjusted to make it more or better enduring?



The KEQs listed above are to be considered as guiding questions only and the evaluation team is not limited to them. The refining and further elaboration of the questions should be done by the evaluator, which will propose a matrix of detailed evaluation questions.

4. Evaluation approach and methodology

The evaluation process is foreseen to be carried out in three phases: a desk phase, a field phase, and finally a synthesis phase.

The process will start by a kick-off meeting participated by Help & OSAA staff, in which objectives of the evaluation are discussed, followed by the review of the provided relevant project documentation through the evaluator and a briefing session(s) with both, the Help HQ and the project staff.  To prepare the evaluation design, the evaluator should:

· Analyze the relevant available documents;
· Propose a set of evaluation questions justifying their relevance;
· Present an indicative methodology for the overall evaluation of the project;
· Describe the approach for answering evaluation questions;
· Prepare a work plan of the evaluation;
· Confirm the final schedule for the evaluation exercise.
The field phase should start after approval of the evaluation design and final schedule by Help. During the field phase, the evaluator shall ensure adequate contact and consultation with the project partners and different stakeholders including beneficiaries, and govt. line department; using the most reliable and appropriate sources of information. At the end of the field phase, the evaluator shall summarize its work, consider the reliability and coverage of information collection, and present preliminary findings.



This synthesis phase is devoted to the preparation of the final report. The evaluator will present the findings, conclusions and recommendations in a single document.

The evaluator will make sure that:

· The assessments are objective and balanced, statements accurate and verifiable, and recommendations are realistic.
· When drafting the report, they will acknowledge clearly where changes in the desired direction are known to be already taking place and gather feedback on the findings and on    recommendations.
· The evaluation should combine evaluation tools based on international standards and guidelines such as the Code of Conduct of the Red Cross/Red Crescent societies, the TVET Policy of AFG government, the Core Humanitarian Standard on Quality and Accountability and the Sphere Minimum Standards in Humanitarian commitments.

5. Deliverables and deadlines

5.1. Draft final evaluation report

Deadline: 28.02.2022

5.2. Final evaluation report including a summary (max. 10 pages excluding annexes)
The report should include (but is not limited to) the following:

· Executive summary (max. 1-2 pages)
· Evaluation purpose, objectives, and scope
· Methodology (reflection and linking to the ToR and possible constraints leading to deviations from the ToR)
· Findings (related to the objectives of the ToR)
· Conclusions
· Recommendations
· Lessons learnt
· Appendices (including ToR, maps, questionnaires, list of interviewees, and bibliography) Deadline: 10.03.2022
Language

All communications & documents should be done in English.

The evaluation team will directly report to Help headquarters and will be bound by Help’s rules of confidentiality. All materials collected during the evaluation process will be handed over to Help prior to termination of the contract. The evaluation report and all background documentation will become property of Help and will be published according to Help rules and regulations.




The evaluation team will not be allowed to present any of the analytical results as its own work or to make use of the evaluation results for private publication purposes.

6. Expected Tentative Timeframe

	
Activities
	
Deadlines

	
Kick-off Meeting for starting evaluation
	
25.01.2022	

	
Actual start date of Evaluation (Desk Review) 
	  
   26.01.2022

	 
   Field work 
	
  10.02.2022

	
Draft of evaluation report
	
28.02.2022

	
Final evaluation report
	
10.03.2022



The evaluator is requested to immediately inform Help if serious problems or delays are encountered. Any significant changes to the evaluation timetable must be approved by Help.

7. Budget

Offers should include a proposed total budget for the evaluation covering all consultancy fees, visa, transport, accommodation and subsistence costs. The budget should present consultancy fees according to the number of expected working days over the entire period.

8. Qualification of evaluator

The evaluator should have the following skills and experiences:

a) Profound understanding of the TVET policies, standards and protocols, Core Humanitarian Standard on Quality and Accountability, the Sphere Minimum Standards in Humanitarian Response, as well as an appreciation of key challenges and constraints to their application in the relevant context.
b) Strong analytical skills and ability to clearly synthesize and present findings, draw practical conclusions, make recommendations and prepare well-written reports in a timely manner.
c) Experience in evaluating development programs targeting income generation projects, reintegration & enhancement of economic stability.
d) Experience in evaluation of humanitarian sectoral programs relating to education (Technical and Vocational Education and Training) and livelihood & reintegration program.
e) Demonstrated experience with qualitative and quantitative research, database management and statistical data analysis.
f) Knowledge of multi-methodological approaches (qualitative and quantitative methods) in evaluation (as evidenced by recent publications).
g) Knowledge and experience on evaluation of Technical and Vocational Education and Training (TVET) projects. 
h) A sound knowledge of the context in the West region of Afghanistan 
i) Experience in collecting data from vulnerable groups.
j) Excellent oral and written communication skills.
k) Demonstrated cross-cultural skills.
l) Knowledge and prior experience of working in West Region of Afghanistan.
m) Excellent writing and presentation skills in English.











Evaluation Principles                                                                                                                  Annex 1

	


Independence & Impartiality
	The evaluation process must be:
· Transparent & demonstrably free from bias – planning & management of evaluations needs to be independent of the wider program management.
· Free of external pressure, no conflict of interest, no previous involvement in the program/project

	



Utility
	Evaluations should meet the needs of users & assist in decision- making. This will require:
· Needs & priorities of the stakeholders established at the outset
· Timing of the evaluations coincides with the period when critical decisions are being made
· Relevant, evidence-based findings are clearly presented

	


Credibility
	Clear connections need to be established between evidence & findings. The evaluation manager will ensure that:
· Highest technical standards are applied
· Necessary human & financial resources are made available
· The process is transparent

	


Validity
	Evaluations should generate reliable evidence & reach accurate conclusions. Look at the appropriateness of:
· The approach & methodology
· Rigor of the analysis
· Capacity of the evaluation team
· Extent to which the report fairly reflects the findings

	

Transparency
	
Planning & conduct of the evaluation and dissemination of findings should be undertaken in a manner that is open and accessible to all stakeholders

	

Respect for People
	
Evaluators and the evaluation process respect the security, dignity and self-worth of the respondents, program primary stakeholders, clients, and other stakeholders with whom they interact
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