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1. Introduction and rationale for evaluation

The project “Improving safety and health at work through a Decent Work agenda” is co-financed by the European Commission and the International Labour Organization (ILO).
A final independent evaluation will be conducted to examine the efficiency, effectiveness, relevance and sustainability of the project. The evaluation report shall reflect findings from this evaluation on whether the project has achieved its stated objectives, produced the desired outputs, and the extent to which it realized the proposed outcomes.  This evaluation will also identify strengths and weaknesses in the project design, strategy, and implementation as well as lessons learned with recommendations for ILO’s considerations in future technical cooperation. 

The evaluation will comply with the ILO evaluation policy, which is based on the United Nations Evaluation Norms and Standards and the UNEG ethical guidelines will be followed.
2. Background on project and context

Over two million people die globally each year from work accidents or diseases costing 4% of global GDP, yet OSH does not receive its rightful priority attention in a country’s development agenda. Urgent action is necessary to reverse this trend by preventing workplace accidents, the resultant workers’ disabilities, costly disability benefits where it exists, early retirement, exclusion from the labour market, and poverty…  
This ILO/EU project aims to incorporate occupational safety and health (OSH) in the national political agenda, motivate the tripartite partners and relevant agencies to jointly develop national OSH programmes, and translate these programmes into workplace actions. The project started on 1st December 2009 and concludes by 30th November 2012. The total project budget 1,667,171 Euros. 

The project covered five countries in three geographic regions – Honduras in Americas, Malawi and Zambia in Africa, Moldova and Ukraine in Eastern and Central Europe. The project countries have been selected based on their national commitment to improve safety and health at work as reflected in their Decent Work Country Programmes (DWCPs). The DWCP is a formal agreement between governments, employers’ and workers’ organizations which sets the priorities for ILO’s technical cooperation and assistance.
 
The project was designed to contribute to the Decent Work Country Programme OSH agenda where it exists. The project fulfils the ILO’s Programme and Budget to 2010-2015 for Outcome 6: Workers and enterprises benefit from improved safety and health conditions at work, Indicator 6.1 to develop national OSH policies and programmes on a tripartite basis; and indicator 6.2 to implement programmes for improvement of OSH conditions.

The project target group is government policy planners and social partner organizations. These include the Ministry of Labour, Ministries dealing with OSH and OSH inspection, and Ministry of Finance which controls the budget and allocates resources for OSH. The final beneficiaries are workers and their families who benefit from improved working conditions; and employers and small businesses owners who can benefit from increased productivity based on a healthy workforce and safety culture, and improved work process. 
The project’s development objective is to contribute to a more inclusive and productive society through a reduction in occupational accidents and work-related diseases. The project has three immediate objectives:

1. A Systematic approach to improving OSH is taken on board at the highest political level, including considerations of OSH concerns in national development policies in the pilot countries;

2. Practical OSH management measures are introduced and implemented at enterprise level in accordance with national action plans;

3. Promotion of global knowledge sharing on OSH tools and good practices towards a systematic and sustainable approach to OSH improvements.

The key indicators of achievement identified in the project document include:

· Governments ratify or consider the ratifications of ILO Convention 187;

· National OSH action programmes/action plans are endorsed by the governments of the pilot countries;

· National OSH profiles are published and publically available in the pilot countries;

· National tripartite OSH mechanisms are established or re-vitalised in pilot countries;

· National reports on OSH, based on the advocacy tools developed by the project, are used to promote integration of OSH in national development debates;

· Increased coverage of enterprise-level OSH management in training programmes;

· A network of OSH trainers, with access to locally-produced training materials, established in pilot countries;

· A training capacity (trained trainers) in labour inspection services for more efficient and effective methods of inspection visits;

· Employers and workers are more knowledgeable about the importance of OSH management and implement simple measures of improvements at their workplaces;

· Results of the experience in pilot countries have broader regional and international diffusion;

· Synthesis report of project with recommendations for a systematic and sustainable approach to improving OSH in a national context.

The project builds on and supports another OSH project funded by SIDA on “Linking safety and health at work to sustainable economic development: from theory and platitudes to conviction and action” (GLO/09/61/SID), January 2010 to December 2012. 
The project is managed by ILO/SafeWork through a global project coordinator (at 70% time) and one local project coordinator located in each of the three regions as follows: 
· Lusaka for Zambia and Malawi supported by the Country office for Zambia, Malawi and Mozambique; 
· Kiev for Ukraine and Moldova, supported by the ILO Decent Work Technical Support Team (DWTST and Country Office for Central and Eastern Europe; and 

· Tegucigalpa for Honduras, supported by the ILO DWTST and Country Office for Central America.
There is a joint ILO/EC steering committee for this project which met annually in May 2010, July 2011 and June 2012, in addition to an informal meeting in September 2011. Two technical progress and financial reports have been submitted to the EC: The first one in April 2011 for December 2009 to March 2011 period, and, the second one in May 2012 for April 2011 to May 2012 period
. A final programme closure report, including the external evaluation report, will be issued by May 2013. There is no mid-term project review as the joint ILO/EC Steering Committee met annually.
3. Purpose, scope and clients of the evaluation

Purpose:

The evaluation will include the following:

· Review project implementation to draw conclusions and make project-specific recommendations. 
· Identify wider lessons learned for consideration in the future design and implementation of projects and as evidence on ILO’s work in promotion and improvement of OSH. 
· Assess results achieved against intended outcomes.

These may include reinforcements or adjustments in strategies or organizational practices.

This evaluation will be guided by four core evaluative areas addressing: 
1. the relevance of the project to support  the development challenges identified in the project document and ILO-EC Contribution Agreement; 
2. the efficiency measured both in terms of administrative costs and timeliness of execution; 
3. the effectiveness of individual country interventions and the project as a whole, 
4. the sustainability of results and the contribution of the project to institutional development of the national constituents.

Scope:

The evaluation will cover all aspects of project implementation and include both desk-review and in-country assessments covering the following three areas: 
(i) overall project design and implementation; 
(ii) ) individual project components implemented in participating countries; and 
(iii)  ILO procedures and working methods in light of results-based framework that the project contributes to.  
(iv) Evidence of results achieved and sustainability of these results.
One country from each of the three regions out of the five project countries will be visited by the evaluator. These are: Ukraine, Malawi and Honduras. They are chosen to be within the evaluation budget and to reflect both where the local project coordinator is based or not. 

The country visits will review the progress, achievements, challenges and lessons learned in the selected countries.  Although the execution modality for each country is similar, the country-specific context and priorities have been taken into account in project implementation. The two countries that will not be visited, the evaluation will be conducted through interviews with the local project coordinators, review of relevant project documents, and tele-interviews with key national stakeholders. The ILO will provide the evaluator with the list of key country stakeholders, their contact information and facilitate the interview arrangements for the evaluator.
Clients:

The main clients for the evaluation are ILO management, including SafeWork as the technical unit and the EC as the donor.  Other stakeholders include the ILO constituents, the Ministries of Labour, employers' organisations and trade unions, other ministries which are involved in the project (such as the Ministries of health or mines), EU Delegations in the project countries, and other international development cooperation agencies who may be interested in supporting national OSH systems , as well as the ILO regional and country offices, both those participating in this project and non-participating offices, the tripartite constituents and other interested parties. The evaluation will be participatory. 
4. Methodology

The evaluation will involve several steps and levels of analysis. A detailed methodology and a list of key evaluative questions are included as Annex I and II.

Steps:
· A desk review of project and related documents using the indicators and four key evaluative areas to assess the project performance over time for the main project outcomes.
· A meeting in Geneva to gather input from project management and confirm coverage and methodology for the evaluation. 
· Phone interviews with Brussels-based EC programme managers.
· Country visit to Ukraine, Honduras and Malawi, to enable face to face interviews of key constituents and implementing partners, including the EU Delegations in country. 
· An evaluation of the results of the project in Zambia and Moldova based on desk review, interviews of the local project coordinators while visiting Malawi and Ukraine, and skype/telephone interviews with key stakeholders.
· A review of the overall project design, management and implementation arrangements to support the objectives of the ILO-EC Contribution Agreement. This includes interviews with project management to:
· Address opportunities to improve the effectiveness and efficiency of future OSH projects.

· Pinpoint areas of risk, recommend process changes, managerial and organizational improvements, and suggest “best practices” for the ILO and the EC, as appropriate.

· A draft report based on analysis of all information, which will be circulated to key stakeholders for comment and factual correction.
· A final independent evaluation report synthesizing all findings and taking into account feedback from constituents, the ILO, EC and key stakeholders.
5. Expected Outputs

The following deliverables are expected from the evaluator:

1. Inception report outlining evaluation method to be used by the evaluator and a final evaluation work plan;

2. Draft evaluation report;

3. Final evaluation report submitted to ILO within 15 days after receiving synthesised comments on the draft.
The final evaluation report will follow the format below and the main body will be no more than 30 pages in length, but excluding executive summary and annexes:

1. Title page

2. Table of contents

3. Executive summary conforming to the ILO template (see Annex III) http://www.ilo.org/eval/Evaluationguidance/lang--en/index.htm
4. Acronyms

5. Background and project description

6. Purpose of evaluation

7. Evaluation methodology

8. Project achievements
9. Findings, conclusions and recommendations. This section’s content should be organised based on the ToR, focusing on four areas: effectiveness, efficiency, relevance and sustainability (refer to the core set of question list in Annex I), and the findings, conclusions and recommendations shall be provided for each of these four areas evaluated. 

10. Annexes: ToRs, list of people met and interviewed with dates by country, questionnaires used financial analysis and any other relevant documents. 

6. Provisional work plan and schedule

A draft report shall be provided to ILO for comments by key stakeholders. The ILO will also share the draft report to the EC for comments by the Brussels-based programme managers as well as the EU Delegations. A finalized report shall be submitted to ILO by 15th March 2013. The following is a proposed evaluation timetable:
	
	What
	FTE
	When
	Where

	1
	Review of documents and preparation of inception report
	5 days
	1-6 December
Submit inception report to ILO by 6 December
	Home

	2
	Field visit – Tegucigalpa, Honduras* 
	6 days
	10-14 Dec 2012
	Honduras 

	4
	Field visit – Lilongwe, Malawi*
	5 days
	14-18 Jan 2013
	Malawi

	3
	Field visit – Kiev, Ukraine*
	5 days
	Between 28 Jan and 8 Feb 2013
	Ukraine

	5
	Skype/telephone interviews with key stakeholders & EC, analysis
	4 days
	Between 10-22 Feb 2013 
	Home

	6
	Prepare, synthesis and brief ILO Geneva
	2 days
	Week of 24 Feb 2013 Teleconference debrief with the ILO
	Home

	7
	Draft report
	6 days
	Draft report to ILO by on 8 March
	Home

	8
	Revision and finalisation
	2 days
	Final report to  ILO by 29 March taking into account all comments received
	Home

	Total maximum of 35 working days  


* The order of the field visits might alter according to availability of constituents and logistic considerations
7.  Remunerations

Consultancy fee at $500/day x 35 days = $17,500 U.S.

Lump sum travel cost: $12,400 inclusive of daily subsistence allowance based on UN official rate, terminal expenses, visa fee, transport in Lilongwe, Tegucigalpa and Kiev, incidentals (including telecommunications when it is not feasible to conduct over the skype or email), and airfare tickets between home-base and Malawi, home-base and Honduras and home-base and Ukraine
Payment schedule:

First payment: $12,400 USD upon satisfactory receipt of the inception report

Final payment: $17,500 USD at the end of the consultancy upon satisfactory acceptance by the ILO of the final report 

8. Management arrangements

This final evaluation will be conducted by an independent evaluator.  The evaluation manager for this evaluation is Ms Lee-Nah Hsu (hsul@ilo.org). The evaluator will report to the evaluation manager but will coordinate all administrative and logistic arrangements with the project global coordinator.  The evaluator shall:

· Review project documents and progress reports;

· Design the evaluation methods including questionnaires and interview protocols and other tools (financial tracking sheet, etc.) work with ILO to refine the questions and interview protocols;
· Conduct tele-interviews and country visits
· Prepare a draft evaluation report and submit to the evaluation manager. 
· Prepare a final report, reflecting all comments received from ILO and the EC.
· Submit the final evaluation report within 10 days of receipt of ILO comments to the draft evaluation report. 

The evaluation will coordinate with the ILO Evaluation Manager, who has not been directly involved in the Project.  The evaluation will be supported logistically and administratively by the project global coordinator at Headquarters, and the local project coordinators in the countries concerned. The local project coordinators will facilitate contacts with key stakeholders in countries to be visited by the evaluator for face to face interviews and tele-interview for countries not visited by the evaluator. 

The evaluation will be a total of 35 working days between December 2012 and March 2013. 
The evaluation report and its contents are the property of the ILO.  The evaluator shall hold all communications pertaining to this evaluation confidential and is not allowed to release any part of the information or communications obtained through this evaluation to any third party without explicit written approval of the ILO evaluation manager. 

Annex 1: Evaluation questions

The analytical framework of the evaluation builds on the four key evaluative areas listed in the TOR (effectiveness, efficiency, relevance and sustainability). In doing so, the evaluation will pay particular attention to the following questions:

· Relevance and strategic fit:

· How well does the project respond to needs expressed in national strategic documents elaborated with the UN, the ILO and the EC in Honduras, Malawi, the Republic of Moldova, Ukraine, and Zambia?
 
· How does the project contribute to the implementation of the “Plan of action (2010-2016) to achieve widespread ratification and effective implementation of the occupational safety and health instruments (Convention No. 155, its 2002 Protocol and Convention No. 187)” and to the ILO's strategic framework and its outcome 6 on OSH ? 

· Validity of design:

· To what extent do the project design and the logframe take into account the provisions of ILO Conventions No.187 and No.155 to reinforce OSH governance at national and enterprise level? Are the outcome indicators relevant to the project and how could they be improved?
· With five countries covered (originally 6), a global project coordinator at 70% time over 2,5 years, an assistant at 50% time and three local project coordinators over 2 years, and 10 months working time of 2 SafeWork specialists, are staff resources, global budget allocations and implementation period appropriate given the objectives of the project?
· Effectiveness of management arrangements
· Having in mind that the project is not only funded by the EU but a “joint EU-ILO project”, to what extent has the EU and its delegations been involved in and contributed to the implementation of the project activities? 

· Has it been a comparative advantage that the project is centralized in Geneva, over having three regional projects? 
· How has the project ensured the involvement of the various target groups throughout the process (Ministries of Labour, OSH inspection and Finance and the social partners)? 

· Impact orientation, sustainability, and replication :

· Has there been/is there a high likelihood of an impact in the project countries on national commitment to reducing occupational risks as a result of the project activities, as well as sustainable mechanisms to continue social dialogue and capacity-building on OSH?
· To what extent has the commitment reached the highest political level? 
· What follow-up should be given by the ILO and ILO constituents in Honduras, Malawi, the Republic of Moldova, Ukraine, and Zambia to consolidate the results of the project, and what are the potential up-scaling strategies?
· The ILO and SafeWork are committed to supporting the implementation of ILO Convention No.187. In this perspective, could this project be taken as a model of technical assistance towards systematic approach to OSH that can be replicated in other countries? What are the best practices, lessons learnt and improvements that should be taken into account in such an attempt?

The evaluation should analyse the project’s performance in relation to ILO’s cross-cutting issues such as tripartism and social dialogue and in relation to poverty and gender issues. 
Annex II: Methodology 

The evaluation will be based on both qualitative and quantitative techniques, and on primary and secondary data. An inception report by the evaluator will specify the methodology and the evaluation instruments to be used. The inception report will include:

1. Identification of the information needs and possible sources of information;

2. Description of the suggested methods and plan for information gathering and organising (surveys, interviews, case studies, etc.). Data collection and presentation should be sex-disaggregated;
3. A final work plan including a plan for analysis of data/information;

4. Identification of the conditions and capacities needed to support data gathering, analysis and communication;

5. Plan for critical reflection processes and for quality communication and reporting of evaluation outcomes;

6. Description of the involvement of the key stakeholders in the implementation of the evaluation, and in the finalisation of the report. 

The evaluator will familiarise him/herself with the available written project documentation and material produced under the project including, but not necessarily confined to:

· Project document

· Progress reports and other material documenting project implementation

· Conceptual and methodological work produced under the project

· Training and advocacy materials produced under the project.

· Evaluations of workshops and other activities

These documents will be provided by the project team.

Individual interviews will be a key instrument in the evaluation process. Meetings will be scheduled in advance of the field visits by the ILO project staff, in accordance with the evaluator’s requests and consistent with these terms of reference. 

On the final day of the field evaluation in each country the evaluator will present preliminary findings to the project focal points at the ILO field offices, inviting the representative from the EU delegation to the country. 

Upon completion of the report, the evaluator will provide a debriefing to ILO and the EC on the evaluation findings, conclusions and recommendations, as well as the evaluation process. 

� Nicaragua was originally planned to be one of the project countries. Unfortunately, the ILO encountered multiple difficulties in launching the project there. Consequently the EU and the ILO jointly decided at the steering committee meeting in July 2011 to exclude Nicaragua in this project.


� Both reports were accompanied by a request for payment in accordance with EC procedures


� These strategic documents include the United Nations Development Assistance Framework's (UNDAF's), the Decent Work Country Programme's (DWCPs), and EU Country strategy papers





9

