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APPROACH PAPER:

IFAD INDEPENDENT EXTERNAL EVALUATION.



1. BACKGROUND.

A rapid external review of IFAD's operations was completed in February 2002, in 
connection with Sixth Replenishment. The conclusions of this review were favourable to IFAD in 
a number of areas: its special expertise in combating rural poverty; its work in capacity and 
institutions building; its promotion of a number of important innovations; and its contributions to 
policy dialogue and to improving strategy formulation at the national level. It also recorded a 
number of problem areas, including the sustainability of projects, and the dominance of a culture 
which focuses on approval, disbursement, and inputs, rather than on performance, results, and 
impact.

However, the 2002 review was carried out at short notice, with limited resources, and had 
to rely largely on IFAD-generated data, with only brief field visits. As a result, it was widely felt 
among donors and members that the review was insufficiently rigorous, objective, and 
independent. It was therefore agreed that a full Independent External Evaluation (IEE) would be 
completed by September 2004, to feed into the Seventh Replenishment.

2. OBJECTIVES.

The objectives of the evaluation are:

• To determine IFAD’s effectiveness in meeting its stated objectives as theY have evolved 
over time,

• To compare that achievement with IFAD's own targets,
• To establish the causes of any underachievement, whether these be in IFAD itself, or in its 

partners,  and 
• To assess whether those targets exist in a sufficiently clear and explicit form, and are 

realistic, reasonably challenging, and measurable.

3. THE CLIENT, AND MAJOR STAKEHOLDERS.

The client for the IEE are the Directors and Alternate Directors of IFAD’s Executive 
Board.  Its chief requirement is an evaluation of the organization’s effectiveness.

Within the organization, the Office of Evaluation and Studies (OE) has a special role as an 
independent unit reporting direct to the Board. Other major stakeholders are: the Co-operating 
Instutions (CIs), national governments and other partners, co-financing agencies, the 
beneficiaries, and the professional staff of IFAD. The modus operandi of the evaluation is to 
maintain the IEE’s objectivity and independence.   

4. SCOPE AND FOCUS.

4.1 Activities

The evaluation will focus on the factors determining effectiveness in field operations; this 
necessarily includes the majority of IFAD's own internal procedures.  However, there are a 
number of areas of the organization's internal procedures which are excluded. These are: 



− investment management;
− public relations and fund raising; 
− certain aspects of personnel management: recruitment policy, and pay and conditions 

(but overall staffing levels and factors affecting morale and use of time are included); 
and

− IT, legal, and translation services, and routine procurement and maintenance.

Although each of these functions is linked to field effectiveness, none of them interact with 
it; as a result, each of these excluded functions can be evaluated separately from the topics 
covered in the IEE.  There are advantages in keeping them separate: they require specialised 
expertise, which is largely unrelated to that required for the primary objective; and separating 
them off will simplify the management of the evaluation. The Evaluators may however comment 
on the impact of any of these areas on the main inquiry, where this is necessary to the 
achievement of the main objectives..

4.2 Time Horizon. 

To best gauge the effectiveness of IFAD’s activities, the evaluation will cover activities 
over the longest time period possible for which there is sufficient and reliable data and should go 
back at least 10 years.  It should include projects both completed and initiated during that period. 

4.3 General Approach

The IEE will examine how resources have been used to convert IFAD's philosophy into 
effective measures to alleviate poverty amongst its target groups. The results of the February 2002 
Review suggest that simple technical deficiencies in project design do not form an important part 
of the overall picture; however, provision has been made for a limited amount of technical 
evaluation in critical areas, according to need; tentatively, these have been identified as 
microfinance, small rural businesses, and agronomy. Provision has also been made for a gender 
specialist under this heading, in case additional in-depth work proves necessary.

It is not intended to evaluate IFAD against the performance of other agencies, because 
this would imply evaluating all agencies which might be used as standards of comparison 
However, an assessment of the general level of performance of other major agencies will also be 
made for each sample country, for purposes of comparison.

5 ORGANIZATIONAL ARRANGEMENTS/GOVERNANCE OF EVALUATION

5.1. The Evaluation will be conducted under the overall supervision of the Director of IFAD's 
Office of Evaluation (OE), on behalf of, and accountable to, the Directors and Alternate Directors 
of IFAD's Executive Board, and in accordance with the Terms of Reference (TOR) approved by 
the Board.

5.2. A Steering Committee, composed of representatives of IFAD member countries, will serve 
in an advisory capacity to the Evaluation Team and the OE Director, providing comment on draft 
documents and other issues as further described below.  In addition, the Steering Committee will 
endorse the selection of the Evaluation Team, as recommended by the OE Director under 
procedures described below.



5.3. The OE Director's responsibilities will include, inter alia:

(a) Selection of the Evaluation Team:  The OE Director will manage the process for 
selecting the external and independent evaluation Team.  The Evaluation Team will be recruited 
as a unit through an open and competitive international bidding process conducted either through 
a professional recruiting firm or directly by the OE Director.  From a short list of qualified 
candidate teams, the OE Director will recommend a selection for the Steering Committee's 
endorsement.

(b) Administration and Budget:  The OE Director will oversee the provision of 
administrative services (contracting, travel arrangements and reimbursements, inquiries, etc.) to 
the Evaluation Team.  The services themselves will be performed by such personnel as the 
Director deems necessary, whether hired directly by the Director or already employed by IFAD in 
such capacities.  The Director will also propose for the Executive Board's approval in September, 
2003, an overall budget for the Evaluation, subject to a ceiling of $1.7 million (including bilateral 
contributions) as preliminarily estimated in the original draft TOR.  (It is expected that the overall 
cost will be materially less than this estimate, unless otherwise fully justified.)  The Director may 
begin to expend funds as necessary prior to the September Board meeting.

(c) Overall Supervision and Liaison: The Director will serve as the Evaluation Team's 
primary counterpart, ensuring that the Team conducts its work in accordance with the TOR and 
available to answer inquiries and solve problems encountered by the Evaluation Team during the 
course of its work.   In this capacity, the Director may seek the advice of the Steering Committee 
or any other outside experts he deems appropriate or necessary.   If at any point during the 
Evaluation the Director believes that the Evaluation Team is deviating materially from the 
requirements of the TOR, he may require that the Team take corrective measures.  He will inform 
the Steering Committee and Executive Directors/Alternatives of any such actions.  He will also 
provide a status report on the progress of the evaluation at each Executive Board meeting while 
the evaluation is underway.  

5.4 The Steering Committee will consist of representatives of nine (9) IFAD member states, 
chosen by Lists A (4 members), B (2) and C (3).  To the extent possible, Committee members 
should not also be members of the Executive Board.  In any event, it is expected that, in reviewing 
and commenting on draft documents and other issues, Committee members will seek the input of 
their respective national experts 

5.5. Steering Committee members will be available to provide comment and advice, upon 
request, to the Evaluation Team and the OE Director. At a minimum, Committee members will be 
requested to provide comment on the Evaluation Team’s Inception Report, Phase One Report 
(prepared after desk studies and prior to field studies) and first draft of the Final Report.  (The 
penultimate draft will be submitted to Executive Directors/Alternates for comment and 
discussion.)  Upon request, all Executive and Alternate Directors will have access to documents 
reviewed and comments provided by members of the Steering Committee.



6. GENERAL RECRUITMENT CRITERIA

6.1 Conflict of Interest.

In all cases, the existence of any significant conflict of interest would be an absolute 
disqualification for the post.  “Conflict of interest” means any concurrent assignment with IFAD; 
any involvement in as a staff member or consultant in the management, re-engineering, or 
strategic change processes which have taken place in the agency during the evaluation period; any 
of the earlier reviews/ evaluations; or a work history in which more than 15 percent of working 
days were spent working, directly or indirectly, for IFAD.

6.2 Head of Evaluation Mission.

The Head of Evaluation Mission should have excellent knowledge of international 
development issues, with an emphasis on poverty reduction, preferably with a Ph.D. in 
development economics.  This person should have experience in evaluating development projects 
and processes, preferably in one of the multilateral development banks, and is familiar with best 
practices that have been established by the evaluation of the co-operation group (which includes 
MDBs, UNDP, bilateral aid agencies and the IMF).  The person should also be experienced with 
policy formulation, project preparation and have a proven track record of managing teams of 
professionals, and producing high-quality, objective products on a timely basis.  

6.3 Evaluation Team Composition

In addition to the Head of Evaluation Mission, organizations submitting proposals will 
specify the number, skills and expertise, and terms of reference for all members of the Evaluation 
Team deemed necessary to effectively carry out the evaluation.  

7. THE MAJOR EVALUATION QUESTIONS.

In carrying out the evaluation, the Evaluation Team will ensure that the following questions 
are addressed: 

7.1 Impact.

1. What impact -- in quantitative terms16 -- has IFAD made on poverty levels amongst its 
target groups?  To which groups (by gender and income level) have the benefits mainly accrued? 

2. What other significant impacts has IFAD made, particularly through institution building, 
capacity building, policy dialogue, and changes in the political priority given to the poor, directly, 
or through catalytic effects?

7.2 The Contribution of Identification and Design.

4. Has impact been limited by the quality of the models used in converting IFAD's philosophy 
and theories about poverty into concrete measures to help the poor?  Specifically:

16 It should be noted that quantitative estimates of impact will be required to assess progress against the 
Millennium Development Goals.



(i) In the case of production and income-oriented projects, has the support offered been taken 
up by beneficiaries, and has it had the expected effects; if not, what are the most common patterns 
of failure; and do these have any implications for the processes by which IFAD initiatives are 
identified?
(ii) In the case of other types of initiative, was there a thorough review of the diagnosis of the 
situation, a thorough search for alternative models (both inside the organization's habitual range of 
information sources, and more widely), generation of a number of viable alternatives, and 
evaluation of those alternatives against carefully thought out criteria? If not, what pattern of 
activities was followed, and how might this be improved upon?
(iii) How effective has IFAD been in producing (or catalyzing) innovations to cope with 
institutional and technical problems? What are the limitations on improving the innovation 
function in the organization?
(iv) What is IFAD’s model of the how replication and catalytic effects are achieved? Is it an 
effective one?
(v) What have IFAD’s targets been for each of the above types of activity, 6.2 (i) to 6.2 (iv)? 
Are these reasonably challenging, clear, specific, and have they been well communicated to staff? 
What are the principal causes of deviation of actual performance from targets?

5(i) How well do the designs of individual initiatives fit into the respective COSOPs, CCA/ 
UNDAFs, and national poverty reduction strategies? Do they capture synergies with the activities 
of other agencies?
5(ii) How effective have co-financing arrangements been in generating synergies between IFAD 
and the co-financer? 

7.3 The Contribution of Implementation Strategies and Management.

6. Have implementation agencies been effective in implementing IFAD activities?  If not, 
what are the shortcomings of the implementing agencies?  How have these shortcomings effected 
project impact?

7. How far has the impact of all types of IFAD initiative been limited by failures -- in 
quantity, quality, or timeliness -- to carry out key technical operations as planned? What have 
been the main sources of any deficiencies in this area? Do directly-supervised projects differ from 
others in these respects?

8. Where substantial problems have emerged during implementation, were these responded to 
promptly and effectively by the parties involved? If not, what were the commonest causes of 
difficulties? (For example, are difficulties most commonly concerned with solving technical 
problems, financial problems, dealing with legal/ professional/ contractual relationships with the 
borrower and other parties, or elsewhere?)  How effective have (i) IFAD’s M&E systems, and (ii), 
the supervision arrangements been in dealing with such issues?

9. How far are any problems identified in Key Questions 6, 7, and 8 associated with the 
method of implementation of IFAD’s activities?  Could they be remedied by developing the 
project management skills of the staff of the Borrower and other implementing agencies, rather 
than through heavier investment in organizational infrastructure?

10. With particular reference to those sample projects which have been completed, or are 
nearing completion, have adequate steps been taken to ensure sustainability? What are the chief 
factors limiting sustainability of IFAD projects?



7.4 The Contribution of the Detailed Design and Planning Processes.

11. Given the quality of the processes by which IFAD's initiatives are identified, how effective 
are the organization's detailed planning and design procedures, with particular reference to the 
following areas: the production of realistic and feasible implementation schedules; the production 
of phased expenditure forecasts which minimise subsequent financial turmoil; technical quality 
(e.g., in economy, irrigation, credit, small rural business development, etc); and timeliness, with 
respect to both agricultural and administrative deadlines in-country?

12. What are the main time pressures on IFAD staff (eg, arising from workload in relation to 
staff numbers)? 

13. Which aspects of IFAD’s culture are most important, in terms of their impact of the 
organization’s effectiveness?

14. A large proportion of IFAD's design, planning, supervision and M&E work is done through 
consultants. Is this resource used in the most effective way, and are the procedures for recruiting, 
supervising, and supporting the on-going professional development of the organization's pool of 
consultants (particularly those from developing countries) satisfactory? Is there a need for any 
form of in-house accreditation of consultants needed in those multi-disciplinary areas for which 
no formal qualifications exist?

7.5 Knowledge Management.

15. What formalised knowledge management systems are in existence, both for capturing 
important lessons from field experience, and (in relation to the multi-disciplinary nature of much 
of IFAD's sphere of operations) ensuring that staff are kept up-to-date with recent developments 
in related disciplines? How effective has the evaluation component of IFAD’s M&E systems been 
in identifying needs for changed practices and new information, and have the knowledge 
management systems been effective in supplying and applying these?

7.6 Long-Term Organizational Issues.

16. What have been the main impacts of the two phases of the re-engineering process and the 
ongoing strategic change process on IFAD's ability to produce and manage a large portfolio of 
high-quality anti-poverty initiatives? Have these processes led to the establishment of an 
appropriate niche for IFAD? Judged on criteria similar to those set out in Key Question 3(ii), 
above, are the expectations of future improvement in IFAD’s performance well founded?

8. METHODOLOGY

Proposals should include detailed explanation of methodologies proposed for undertaking 
the evaluation. Inter alia, methodologies will involve a random sampling of  IFAD’s activities that 
is objective and consistent with international standards.     Methodologies will include in-country 
investigations and investigation at IFAD headquarters. Unless otherwise indicated, the 
investigations are to rely on primary data collected by the team members. (Additional discussion of 
methodological approaches and suggested methodology are included in Appendices I and II.)



9. REPORTING

The Head of Evaluation Mission will prepare the following reports, with inputs from other 
members of the Evaluation .:

(i) Inception Report. This is to be submitted to the OE Director and Steering Committee as soon 
as practicable after the completion of the reconnaissance visits; it will say which countries are to 
be visited, present a revised version of the skeleton timeframe in Section 8 of these TOR, and 
outline any refinements to the methodology which the Head of Mission intends to make. 

(ii) Phase I Report.   This is to be submitted to the OE Director and Steering Committee after 
completion of desk studies and prior to field studies and will include a statement of progress, 
including preliminary conclusions, field studies to be undertaken, and note any issues which are 
likely to affect progress of the ongoing evaluation.

(iii) First Draft Report. The Head of Mission will collate the inputs of the team members, and 
prepare a draft report to the Steering Committee. This report will be prefaced with an executive 
summary; its structure will, as far as possible, follow the content and sequence of the Key 
Questions set out in Section 6, and must address each of those questions, and explain the methods 
and information sources used to answer each.

(iv) Penultimate Draft Report.  A penultimate draft report will be submitted to Executive 
Directors/Alternates for comment and discussion.     

(v) Final Report.  A Final Report will be submitted to Executive Directors/Alternates by the last 
Friday of August 2004.  

Each of these reports will conform to the following standards: it will be clear; it will be 
written in a direct style, avoiding euphemisms when describing problems and performance; it will 
be concise and as brief as possible, consistent with clarity; and, except for explicit quotations, will 
avoid the use of cut-and-paste.

10. BUDGET DETAILS.

The total budget is estimated at a maximum of US$ 1.7 million (including donor 
contributions). This includes IFAD’s charge for administering the funds contributed by members, 
calculated on the assumption that these will amount to half the total, and using the standard charge 
of 5% (plus retained interest). It also includes a  5% allowance for contingencies). The estimates 
for the Technical specialists assume that only 3 of the 4 will actually be needed. The cost  
breakdown is set out below.



I F A D  I E E :  B u d g e t  D e t a i l s

H E A D I N G P e r s o n s    U n i t s
N u m b e r  o f  
I t e m s

A m o u n t /  
r a t e I t e m  t o t a l S u b - t o t a l s

H o n o r a r i a  &  s a l a r i e s :
H e a d  o f  E v a l u a t i o n  M i s s i o n 1 M o n t h s 1 6 1 8 0 0 0 2 8 8 0 0 0
P r o j e c t  M a n a g e m e n t  S p e c i a l i s t 1 M o n t h s 1 2 1 6 5 0 0 1 9 8 0 0 0
E c o n o m i s t /  S t a t i s t i c i a n 1 M o n t h s 1 2 1 5 0 0 0 1 8 0 0 0 0
R u r a l  L i v e l i h o o d s  S p e c i a l i s t 1 M o n t h s 1 1 1 2 0 0 0 1 3 2 0 0 0
F a r m i n g  S y s t e m s  S p e c i a l i s t 1 M o n t h s 1 1 1 2 0 0 0 1 3 2 0 0 0

T e c h n i c a l  S p e c i a l i s t s 3 M o n t h s 2 1 2 0 0 0 7 2 0 0 0

A d m in i s t r a t o r 1 M o n t h s 1 2 6 0 0 0 7 2 0 0 0
S e c r e t a r ia l  A s s i s t a n t 1 M o n t h s 1 6 3 0 0 0 4 8 0 0 0

I n t e r p r e t e r 1 M o n t h s 7 . 5 4 8 0 0 3 6 0 0 0
F i e l d  A s s is t a n t s 2 M o n t h s 7 . 5 2 4 0 0 3 6 0 0 0

S u b - t o t a l ,  U S $ 1 1 9 4 0 0 0 1 1 9 4 0 0 0

A i r f a r e s

A s s i g n m e n t s  o f  H o E M  &  C o r e  T e a m 6 T r ip s 1 1 3 0 0 7 8 0 0
H o E M  R e c c o n n a s s a n c e  v i s i t s 1 T r ip s 2 2 0 0 0 4 0 0 0
C o u n t r y  v i s i t s ,  a l l  e x c e p t  P r o j e c t  M a n a g e m e n t  S p e c ia l i s t 5 T r ip s 1 4 2 0 0 0 1 4 0 0 0 0
C o u n t r y  v i s i t s  &  v i s i t  C I s ,  P r o je c t  M a n a g e m e n t  S p e c i a l i s t 1 T r ip s 1 7 2 0 0 0 3 4 0 0 0

S u b - t o t a l ,  U S $ 1 8 5 8 0 0 1 8 5 8 0 0

D S A
R o m e :
H e a d  o f  E v a l u a t i o n  M i s s i o n 1 W e e k s 3 2 1 4 7 0 4 7 0 4 0
P r o j e c t  M a n a g e m e n t  S p e c i a l i s t 1 W e e k s 1 4 1 4 7 0 2 0 5 8 0
E c o n o m i s t /  S t a t i s t i c i a n 1 W e e k s 1 4 1 4 7 0 2 0 5 8 0
R u r a l  L i v e l i h o o d s  S p e c i a l i s t 1 W e e k s 1 2 1 4 7 0 1 7 6 4 0
F a r m i n g  S y s t e m s  S p e c i a l i s t 1 W e e k s 1 2 1 4 7 0 1 7 6 4 0
T e c h n i c a l  S p e c i a l i s t s 3 W e e k s 1 1 4 7 0 4 4 1 0

In - c o u n t r y
H o E M  &  C o r e  T e a m  -  I n - c o u n t r y ,  M a j  C i t y 6 W e e k s 2 0 1 5 0 1 8 0 0 0
H o E M  &  C o r e  T e a m  -  E ls e w h e r e 6 W e e k s 2 0 4 0 4 8 0 0
F i e l s  a s s t s /  I n t e r p r e t e r  -  I n - c o u n t r y ,  E ls e w h e r e 3 W e e k s 2 0 3 0 1 8 0 0
T e c h n i c a l  S p e c i a l i s t s 3 W e e k s 2 0 8 4 8 0

S u b - t o t a l ,  U S $ 1 5 2 4 9 0 1 5 2 4 9 0

V e h i c l e  H i r e  &  M i s c e l l a n e o u s

V e h i c le  h i r e 1 V e h i c le - w e e k s 7 0 7 0 0 4 9 0 0 0
M i s c  e x p e n s e s  f o r  c o u n t r y  v i s i s t s 1 T r i p 1 6 5 0 0 8 0 0 0
S o f t w a r e ,  a c q u is i t i o n  o f  e x t e r n a l  d o c u m e n t a t i o n ,  e t c 1 L u m p  s u m 1 3 0 0 0 3 0 0 0
R e c r u i t m e n t  f e e  f o r  H o E M 1 L u m p  s u m 1 7 5 0 0 7 5 0 0

S u b - t o t a l ,  U S $ 6 7 5 0 0 6 7 5 0 0

P r o v i s i o n a l  t o t a l 1 5 9 9 7 9 0
A d m in i s t r a t i o n  c h a r g e 1 . 0 2 5
C o n t i n g e n c ie s 1 . 0 5

G R A N D  T O T A L ,  U S $ 1 7 2 1 7 7 3 . 9 9

Field Code Changed


