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Terms of Reference (DRAFT V-5)
Development of a Joint Monitoring System for Development Cooperation Projects and Programmes, Phase II: System Framework Design and Operational Guidance
1. Background information
In line with the principles established in the Paris Declaration on Aid Effectiveness and the Accra Agenda for Action (AAA), EuropeAid is setting up a number of tools and systems aiming at strengthening the follow up and assessment of projects and programmes, with the final objective of improving transparency and aid effectiveness. While a number of quality assessment and monitoring tools/mechanisms have already been established, several users, key staff and working groups have observed a main deficiency within the existing tools/systems: A weakness at the level of internal (as opposed to ROM/external) and joint monitoring systems and methodologies, i.e. to be conducted by EC (mainly Delegations) jointly with partner governments (PG) and other donors. 
In order to help address these deficiencies, AIDCO Unit E5 is conducting different exercises / consultancies. The current ToR refers to the Phase II of the development of a Joint Monitoring System for Development Cooperation Interventions, more precisely: System Framework Design and Operational Guidance.
The Phase I, conducted between May and July 2008, produced a twofold outputs (Consolidated in a single Report): 1) a Draft proposal for an internal result oriented monitoring system to improve aid effectiveness (afterwards/currently called Joint Monitoring System), and 2) a Draft proposal on the best option to coordinate and integrate the existing systems/tools (mainly oQSG, ROM, evaluations and the future Joint Monitoring System), from methodological and IT view points, with the final objective to allow for better feed back, flow of data and information and forward planning. 

The previous phase involved the following main activities and methods: 

· Preliminary document collection and review; 

· Discussions with Unit E5 regarding the terms of reference and clarification of the scope of work; 

· Consultations with other AIDCO staff, including those involved in ROM, oQSG and evaluations; 

· Consultations with the Delegations in Ukraine and Ethiopia (teleconference calls); 

· Consultations with some EC contractors managing the ROM process; 

· Preparation of an on-line questionnaire which was then sent to the 46 EC Delegations that are members of the ‘Aid Effectiveness Network’; 

· Analysis of questionnaire responses and preparation of summary findings;

· Presentation of questionnaire results at a workshop for selected EuropeAID staff, and discussion on issues arising and implications for follow-up; 

· Further discussions with staff of Unit E5; 

· Preparation of a draft consultancy report and submission to EuropeAID; and

· Final editing of consultancy report based on feedback received, and submission of final report for Phase 1. 

The key findings of Phase I were as follow: 

· Lack of integration between system elements. In response to the on-line questionnaire, 78% of the Delegations that responded said they would like to have a more integrated IT platform, which would facilitate information access, better decision making and streamlined reporting.  

· EC procedures.  In response to the on-line questionnaire, Delegations rated EC procedures and the availability of resources as the most significant constraint to undertaking more effective monitoring of the program/project portfolio.  

· Resources.  It was the consultant’s view that there is significant scope for re-allocating existing resources to support more effective results based program/project monitoring (particularly at the level of each Delegation).  This requires a clear change management strategy driven forward by heads of Delegations with support from management at HQ. 

· Weak capacity of implementing partner monitoring systems.  This was rated by Delegations as the second most significant constraint to undertaking more effective monitoring of the program/project portfolio. This indicates an ongoing need to develop and implement effective institutional capacity development strategies with partner governments and implementing agencies. 

· Delegation-based monitoring systems. All Delegations undertake program/project monitoring activities of one kind or another.  However, most do not have a structured ‘system’ in place.  For example, response to the questionnaire indicates that only 40% of Delegations prepare a forward monitoring plan, use standard performance assessment criteria, or link ROM with their ‘internal’ monitoring activities.  Furthermore, only 18% have an established link between field level monitoring and completion of the CRIS Implementation Report Window.  

· Monitoring aid-effectiveness.  90% of Delegations responding to the on-line questionnaire indicated that they are monitoring the EC’s contribution to implementing the Paris Declaration on Aid Effectiveness, using the established indicators and targets. No specific concerns or issues were raised, although there are undoubtedly some ongoing methodological challenges with collecting reliable information on some indicators.  

· Scope and coverage of ROM.  While some 56% of Delegations responding to the questionnaire thought ROM was useful or very useful, a number of concerns were raised.  These included the following: (i) it does not cover the whole program/project portfolio; (ii) learning is not captured in-house; (iii) with de-concentration, ROM often just confirms what Task Managers already know; (iv) it is more useful for Brussels than for Delegations; (v) it is highly dependent on the quality of consultants; (vi) it is as yet unclear how to apply to SPSPs (rather than just classic projects); and (vii) ROM is expensive (the current 3 year contracts costing a total of some Euro 18m).  
· Reporting. There is a widely voiced concern about the reporting ‘burden’, particularly with respect to reports which duplicate information already contained in other reports, and last minute requests for information from HQ which has in fact already been provided in other reports. A more streamlined and integrated reporting system would clearly be welcomed by most EuropeAID staff. 

· CRIS functionality. There are ongoing concerns about the user-friendliness and functionality of CRIS.  As already noted, the usefulness of the ‘Implementation Report Window’ is a particular concern.  At the same time there is general recognition that CRIS is the only ‘integrated’ system available, and given the huge investment already made in its development, it should be used wherever possible.  

· Definition of ‘internal’ monitoring.  In the course of undertaking the background research and consultations for this assignment, it has become apparent that there is some concern about the use and meaning of the term ‘internal monitoring’.  In order to avoid such confusion, it is therefore proposed that the term ‘internal monitoring’ not be used at all. Instead, the term EC/PG Joint Monitoring System is proposed.

· Current initiatives. There are a number of current initiatives relevant to the development of proposals for improved monitoring systems. Of particular interest is the ‘Internal Results-Oriented Monitoring’ system being trialled in Ethiopia.   
Based on the above mentioned findings, it was recommended to AIDCO E5 to move forward onto Phase II to develop a Joint Monitoring System (Framework Design and Operational Guidance). The aim is to explore and design a more comprehensive and inclusive monitoring system. From the original idea to improve the internal monitoring at EC Delegation levels, AIDCO E5 foresees a methodology valid for the EC, Partner governments and other donors, to be fully in line with the principles of Paris and Accra.  

2. Intervention Logic for the current assignment (Phase II)
Overall Objective: To help improve EuropeAid's aid effectiveness.

Specific Objective: To strengthen the existing mechanisms to follow up development projects and programmes.

Expected output of Phase II:

The main output should be a monitoring system and methodology "a la carte", which should be:

1) Result oriented.

2) Valid to monitor projects, SP and Budget Support interventions. 

3) Used by EC DEL (i.e. for internal monitoring purposes), or in conjunction with partner governments and other donors (i.e. joint missions, joint assessments…).
Expected results (of the future Joint EC/PG monitoring system):

· To provide information to fulfil the reporting requirements and enable portfolio assessment, i.e. to complement, harmonise, simplify, unify/replace existing reporting and data encoding systems.

· To track aggregate progress on development outcomes.

· To enable to trace progress of projects and programmes to improve internal decision making.

· To inform future programming.

· To retain know how in country (through capacity building, field visits, lessons learnt, etc.).
· To create ownership and partnership (e.g. with Partner Govt. and donors).

Main activities foreseen during Phase II:
The following (indicative) steps will need to be taken (between AIDCO E/5 and the consultants):

1. Conduct further research and consultations, including a field visit to the Ethiopian Delegation and possibly to other Delegations such as Ukraine and/or Vietnam.
2. Conduct research and consultation with other donors via e.g. the Working Group on Quality Management Systems among EU donors (of which AIDCO E-5 is the group leader) and eventually propose an aligned / common monitoring system to be tested jointly.
3. Consult with partner governments or at least to research on best practices of PG's M&E systems (e.g. Chile, Colombia, Malaysia, Tanzania, Uganda, Sri Lanka, Pakistan…).
4. Prepare (draft) documented guidance (e.g. Systems Framework and Operational Guidance).
5. Present proposal and draft documented guidance to EuropeAID HQ and to selected Delegations / donors at an appropriate forum.
6. Review and revise documented guidance in light of feedback. 

7. Present updated guidance to EuropeAID HQ. 

8. Prepare draft Scope of Work, workplan and budget for Phase III (Pilot Implementation). 

9. Disseminate to Delegations / other donors, together with a proposed approach for implementing Phase III, including how Delegations might be selected to participate in the pilot. 

10. Depending on response, finalise Scope of Work, work plan and budget for Phase III and mobilise required resources.
Other indicative activities:

· Research and brainstorming on the future strategy for the existing ROM (i.e. how to coordinate and link both systems in the future).
· The costs and requirements of the new joint monitoring system in terms of staff input, training needed -both methodological and IT-, etc. should be assessed i.e. what are the budget implications for a joint monitoring system?
· Research on the best IT platform to host the new system (CRIS, external, both?). 
The following guiding principles are proposed with respect to how the development of a joint monitoring system should be progressed:  

1. Try to harmonise EC, PGs and other donors' needs and systems, and try to ensure that the process is ‘demand’ driven. 

2. Emphasise a partnership approach (partner government ownership and mutual accountability for results), based on the principle that they are primarily responsible for formulating, managing, and monitoring their own national programmes, in support of national development objectives.
3. Make optimal use of existing data sources that are available at the country level (alignment with partner government systems) and provide capacity building support as required.
4. Build on (and/or adapt) existing systems, tools and reporting requirements and ensure there is no additional work/reporting burden.
5. Other evaluation and monitoring experts (e.g. ROM team leaders from the 7 lots…) should be invited to participate in working groups and brainstorming sessions.

Available resources:

The current Phase II foresees an initial input of 80 man/days of work (which can be extended / increased depending on the evolution of the work and the real scope of the work to be done) to be financed by AIDCO. The team will work following a flexible approach, i.e. on line, result oriented, upon availability and meeting in Brussels wherever possible and feasible. The team will be coordinated / guided by E5 with the support of the ROM support office and other donor agencies involved in the exercise (platform). The work should be conducted between December 2008 and June 2009 by a team of four experienced/senior consultants with the following profile/skills:

Team Leader (20 man/days):

· More than 15 years of experience in the development cooperation field.

· Sound experience in monitoring / evaluation in the field with different donors.

· Sound experience in the design and/or implementation of monitoring /evaluation systems.

· Previous experience as a consultant with AIDCO.

· Excellent command of English.

Senior consultant / assistant to Team Leader (20 days) 1:

· More than 10 years of experience in the development cooperation field.

· Sound experience in monitoring / evaluation in the field with different donors.

· Sound experience in the design and/or implementation of monitoring /evaluation systems.

· Sound experience with AIDCO ROM system (at both methodological and field/monitoring levels). 

· Previous experience in an EC Delegation.

· Excellent command of English, French and Spanish.

Senior consultant / assistant to Team Leader (20 days) 2:

· More than 10 years of experience in the development cooperation field.

· Sound experience in monitoring / evaluation in the field with different donors.

· Sound experience in the design and/or implementation of monitoring /evaluation systems.

· Sound experience with AIDCO ROM system (at both methodological and field/monitoring levels). 

· Excellent command of English and Spanish.

Senior consultant / assistant to Team Leader (20 days) 3:

· More than 15 years of experience in the development cooperation field.

· Sound experience in monitoring / evaluation in the field with different donors.

· Sound experience in the design and/or implementation of monitoring /evaluation systems.

· Sound experience with AIDCO ROM system (at both methodological and field/monitoring levels). 

· Experience with SPSP and Budget support.

· Excellent command of English and French.

Eventually an IT Expert: To help set the parameters of what can be done easily within the constraints of CRIS
The main steps and calendar are presented in the following preliminary Workplan (the workplan will be updated after the briefing session in AIDCO/Brussels):  
	N
	Task / Responsible (E5 / CO = consultants) 
	11/08
	12/08
	01/09
	02/09
	03/09
	04/09
	05/09
	06/09

	1
	Prepare ToR and consult with stakeholders (E5)
	X
	
	
	
	
	
	
	

	2
	Refine ToR and recruit consultants (E5)
	X
	
	
	
	
	
	
	

	3
	Briefing in Brussels, refine of ToR (E5 + CO) with available CO
	
	X
	
	
	
	
	
	

	4
	Conduct in country fact finding missions (Eth, VNM, and UKR) (E5)
	X
	
	XX
	
	
	
	
	

	5
	Conduct seminar with other donors (E5 + CO)
	
	
	X
	
	
	
	
	

	6
	Review workshop/meeting to discuss findings and agree on guideline scope (EC + CO)
	
	
	X
	
	
	
	
	

	7
	Prepare first draft guidelines for Joint Monitoring System (CO)
	
	
	
	X
	
	
	
	

	8
	Review first draft – solicit and consolidate comments /issues (E5)
	
	
	
	
	X
	
	
	

	9
	Conduct 2nd seminar with other donors (E5 + CO)
	
	
	
	
	X
	
	
	

	10
	Edit draft guidelines and produce second draft (CO)
	
	
	
	
	
	X
	
	

	11 
	Review second draft and consolidate comments (E5)
	
	
	
	
	
	X
	
	

	12 
	Prepare final draft and scope for of work for phase III
	
	
	
	
	
	
	X
	X

	13
	IT work do be done to adapt CRIS for phase III??
	
	
	
	
	
	
	x
	x
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