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Annex 1. Terms of Reference for the final evaluation of the 
Project for Assistance to the Recovery and Development of the 
Agricultural Economy in the Federally Administered Tribal Areas 
(FATA) of Pakistan (OSRO/PAK/502/JPN)

1. General background and context

1 The Federally Administered Tribal Areas (FATA) of Pakistan is a region in the north-west of 
Pakistan. Nearly all of FATA’s population (97 percent) resides in rural areas, and livelihoods 
are based on subsistence level agriculture. Almost 60 percent of FATA’s population lives 
below the poverty line.1

2 Under the Constitution, FATA is included among the territories of Pakistan (Article 1). It is 
represented in the National Assembly and the Senate but remains under the direct executive 
authority of the President (Articles 51, 59 and 247). Laws framed by the National Assembly do 
not apply here, unless ordered by the President, who is also empowered to issue regulations 
for the peace and good government of the tribal areas. Today, FATA continues to be governed 
primarily through the Frontier Crimes Regulation of 1901. It is administered by the Governor 
of the Khyber Pakhtunkhwa (KP) in his capacity as an agent to the President of Pakistan, 
under the overall supervision of the Ministry of States and Frontier Regions in Islamabad.

3 Due to their geostrategic location, FATA became a staging ground for rival forces and as a 
consequence, large displacements of populations frequently occur in the area. The latest 
displacement has been caused by the 2014 military operations affecting some 770  000 
people. Of the 304 171 families registered as temporarily displaced persons (TDPs), 242 433 
(80  percent) have returned to their places of origin and the remaining are expected to 
return later in 2017. Figure 1 presents a snapshot of the current status of internally displaced 
persons (IDPs) families as of 22 March 2017.2

1 Asia Development Bank, 2012.

2 UNOCHA (2017), ‘Pakistan: FATA Return Weekly (from 17 to 23 March 2017) - Humanitarian Snapshot.
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4 The damage caused to the most important economic sector of the FATA economy, 
the agriculture sector, during the past decade and particularly during the recent and 
ongoing operations against militants by the Pakistan Army, has not only disrupted the 
livelihoods of many people but has also dramatically increased the vulnerability and 
desperation of local communities and of those who intend to return to their places of 
origin after difficult periods of displacement. The conflict has caused damages and losses 
to agriculture land and to irrigation structures, livestock populations and animal shelters, 
soil and water conservation facilities, water harvesting structures, fish ponds and 
hatcheries, commodity processing facilities, and forest and rangeland areas. Moreover, 
the damages to the market infrastructure have severely disrupted the local supply chains 
and links with external markets. Furthermore, sector-related government facilities have 
been damaged or destroyed.

5 In addition to the militancy, the mega flood of 2010 inflicted substantial damages to 
farmland, water and irrigation systems, and other infrastructure in FATA. In fact, in areas 
where the population remained displaced in 2010, returnees had to further deal with 
the devastating effects of the flood on the agriculture infrastructure as no prevention or 
rehabilitation measures had been taken in the meantime due to the absence of the local 
population from the area. 

6 Most returnees are smallholder farmers with few resources to produce food and earn 
income. The loss of livelihoods and reduced opportunities for full recovery is a major 
constraint preventing their successful return. Their families face multiple challenges 
in meeting basic needs. About 30 percent of the affected experienced a displacement 
duration of more than four years.3

7 During the time of military operations and displacement, agricultural infrastructure 
(irrigation channels, water storage structure) has been destroyed and agricultural 
lands have become barren scrubland due to abandonment over the last many years. In 
addition, agriculture support services demolished and there is limited access to quality 
inputs because of the supply chains disruption, as well as the low purchasing power of 
the farmers. Likewise the livestock subsector has been severely affected due to lack of 
veterinary services, supplies and non-availability of fodder. This has resulted into high 
rate of livestock mortality and distress selling of very invaluable assets hence seriously 
threatened the food security of FATA region. 

8 The Food and Agriculture Organization of the United Nations-Japan International 
Cooperation Agency (FAO-JICA) project aims at enabling approximately 26  000 
households (195 000 people) of Khyber and Kurram Agencies to jump start productive 
off-farm activities to restore their livelihood. Due to a prolonged gap in economic activity, 
the majority of conflict-affected families lacked basic income-generating options, 
displacements depleted their minimal savings and with price inflation in local markets, 
commodities have become increasingly expensive. Returning families face multiple 
challenges in meeting their basic needs as most of them are smallholder farmers with 
limited resources to produce food and earn income for their families.

9 This evaluation will focus on the JICA-funded Project for Assistance to the Recovery 
and Development of the Agricultural Economy in FATA, but it’s worth mentioning that 
FAO Pakistan has three key projects, managed as one programme, in FATA to support 
agriculture-based livelihoods and recovery:

3 FATA Secretariat (2014), ‘AGRICULTURE ACTION PLAN FATA Sustainable Return and Rehabilitation Strategy
Recovery of Livelihoods and Sector Rehabilitation.
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Name of the Project BABY 2 FATA Project Project for Assistance 
to the Recovery and 
Development of the 
Agricultural Economy 
in FATA - JICA

Community Resilience 
and Recovery Support 
to FATA - DFID

Name of the Donor 
Agency

United States Agency 
for International 
Development (USAID)

Japan International 
Cooperation Agency 
(JICA)

Department for 
International 
Development (DFID)

Start Date of the Project September 2015 July 2015 September 2015

End Date of the Project December 2016 June 2017 February 2017

Project Value USD 8 Million USD 4.9 Million USD 2.9 Million

Target Agencies Khyber Agency
South Waziristan Agency
North Waziristan Agency

Kurram Agency
Khyber Agency

South Waziristan Agency
Khyber Agency

Total Number of 
Beneficiary HHs

151 145 46 452 30 130

2. The Project for Assistance to the Recovery and Development of the 
Agricultural Economy in FATA 

10 The Project for Assistance to the Recovery and Development of the Agricultural Economy 
in FATA started in July 2015 and ended in June 2017 with a USD 4.9 million budget funded 
by the Japan International Cooperation Agency. The project supported two Agencies 
(Khyber and Kurram).

11 The project’s strategy is based on linking the relief efforts with the recovery, rehabilitation 
and development. The process was driven by communities, market-led and took into 
account the different situation and needs of the target population, the coexistence of 
subsistence and commercial agriculture, the tribal structure, the need to specifically 
support women and youth, and to mainstream disaster risk management.

12 The project aimed at restoring, on an urgent basis, the agriculture production through 
land and infrastructure rehabilitation, provision of agriculture inputs, and at the same 
time worked in integrated animal feeding, strengthening of veterinary services and 
started developing some value chains linking them to local and middle level markets 
to ensure better and sustainable returns, to promote social cohesiveness, inclusion and 
ultimately increased livelihood resilience on sustainable grounds. 

13 Under Outcome 2, the project aimed to develop and strengthen the capacities of 
government and private sector agricultural support service providers to assist the 
impoverished rural communities through effective participatory and market-led research 
and extension delivery systems through the implementation of men and women Farmer 
Field Schools (FFS) and Women Open Schools (WOSs).4

14 The project aimed also to create Farm Business Schools (FBSs) out of the most successful FFS 
and WOS groups by supporting in-group marketing practices, value addition, exploring 
extended marketing opportunities and promotion of public-private-partnerships.

15 As livestock is very important in the livelihoods of the most vulnerable families, the 
project provided animal health inputs and training to the Livestock Department. 

16 The Outcomes of the project are:

Outcome 1. Food production resumed and agriculture-based livelihoods restored and improved. 

4 Farmer Field Schools and Women Open School consist of groups of farmers who get together to study a particular 
topic e.g. conservation of agriculture, organic agriculture, animal husbandry, and soil husbandry etc. 
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Output 1.1. The agriculture production (crops, livestock and poultry sectors) of the 
beneficiaries has been restored and improved in the return areas.

Output 1.2. Productive assets of the beneficiaries have been restored/rehabilitated in the 
return areas.

Outcome 2. Agriculture support services re-established and strengthened.

Output 2.1. Productive skills of beneficiaries and institutional capacity of government and 
private agriculture service providers enhanced.

17 Overall, the project aimed to provide direct support to approximately 26 000 households 
(195 000 people) of Khyber and Kurram Agencies of FATA with the following main areas 
of support:

•	 Rabi Crop Package comprising of wheat seed, oat seed, fertilizer and vegetable seeds;

•	 Kharif Crop Package comprising of maize seed, rice seed, fertilizer and vegetable seeds;

•	 Livestock Support comprising of vaccination and deworming, inputs provision, restocking 
of animals, backyard poultry farming, fodder production, machinery and equipment;

•	 Productive Infrastructure Irrigation and water harvesting structures;

•	 Capacity Development FFS and WOS, trainings, studies.

3. Institutional Framework and Coordination

18 The project was implemented on behalf of the Government of Pakistan and FATA 
Secretariat by FAO. The FAO Representative to Pakistan was the project Budget Holder, 
responsible for general administration and financial supervision of the project. Specialized 
technical divisions of FAO’s Regional Office for Asia and the Pacific and headquarters would 
be mobilized to provide needed technical backstopping to project activities.
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3. Evaluation purpose

19 The main purpose of the final evaluation is to provide accountability to donors and partners 
by assessing FAO’s contribution to the overall improved agriculture-based livelihoods in 
FATA Pakistan and to draw lessons from the implementation processes that could inform 
future decisions by the JICA and FAO on the formulation of a second phase or follow-up 
intervention. Box 1 highlights the purposes established and the intended users according 
to the purposes.

5. Evaluation scope

20 The evaluation will assess the entire implementation period of the project, from July 2015 
to June 2017. The evaluation will cover all key activities undertaken within the framework 
of the project as described in the project document. The focus will be on output and 
outcome results. The evaluation will cover all the activities implemented and planned at 
agency, institutional and community levels within the FATA Secretariat Departments, and 
district local governments and communities in Khyber and Kurram Agencies.

6. Evaluation objective and key questions

21 The objectives of the evaluation will be to:

•	 assess the appropriateness of the project’s design and approach;  

•	 assess the project’s achievements and contributions vis-à-vis its objectives;  

•	 assess the actual and potential impact of the project and its contribution to agriculture-
based livelihoods; 

•	 assess the programme contribution to the development of institutional capacity; 

•	 identify success areas, gaps and lessons, and make the appropriate recommendations 
to the project team, the donor and other stakeholders to guide decision-making and 
planning for subsequent phases or similar projects in FATA.

7. Evaluation questions

a. To what extent were the project design, approach and implementation arrangements 
relevant and efficient?

b. To what extent did the capacity development of communities and green sectors line 
departments contribute to improved agriculture support services?

c. To what extent did the livestock support contribute to restored/improved livelihoods?
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d. To what extent did the infrastructure rehabilitation contribute to the restoration of 
agriculture?

e.  How effective was the project in improving crop productivity? 

f. To what extent did the project respond to women’s needs?5

8. Methodology

22 The evaluation should adhere to the United Nations Evaluation Group (UNEG) Norms and 
Standards6 and be in line with the FAO Office of Evaluation Manual and methodological 
guidelines and practices.

23 This evaluation will use a mix of quantitative and qualitative methods, using a bottom-up 
case study approach. The methodologies that the evaluation will draw on are multiple line 
of evidence to assess the changes in livelihood via a number of lens e.g. income, production, 
assets etc., together with beneficiary assessment methods.7 This is as an addition to the 
usual quantitative evidence collected from the project monitoring and evaluation verified 
by the observations of the evaluation team.  

24 In order to answer the key evaluation questions and collect field information, the evaluation 
will utilize extractive research methodology consisting of Participatory Rural Appraisal tools 
and systematic semi-structured interviews conducted on-site to assess the overall impact 
of the project on the rural life and rural resources. The project was directly implemented by 
FAO, hence the evaluation will assess the value added of community mobilization and the 
overall approach of the project. 

25 In order to answer the key evaluation questions, the evaluation questions will be broken 
down into sub-questions that will be presented in an evaluation matrix. The evaluation will 
use the following tools to collect primary data and evidence that answer the evaluation 
questions: 

a. desk-review of existing project documents, reports and studies conducted by FAO and 
other partners; 

b. semi-structured interviews with key informants and stakeholders, including project 
partners and beneficiaries at the national, district and local level, supported by check 
lists and/or interview protocols that will be developed at the beginning of the evaluation 
mission; 

c. direct observation during field visits to the project sites selected with the project team 
and set in the evaluation mission schedule in the two agencies.

26 The evaluation team will start by researching whether the project was based on a preliminary 
assessment of the needs of different stakeholders: e.g. government, communities and 
vulnerable households. It will then research what these needs were and whether the 
programme responded to them. To gather information related to the questions the 
team will conduct semi-structured interviews and review relevant documents. Through 
stakeholder mapping carried out with the support from the country office, the team will 
identify who is best able to respond to each question.

5 The following questions are suggested to align with FAO Gender Policy: 
•	 Were	gender	equality	considerations	reflected	in	project	objectives	and	design	to	address	the	needs,	priorities	and	

constraints of both women and men, and in the identification of beneficiaries?
•	 Were	gender	equality	considerations	taken	into	account	in	project	implementation	and	management?
•	 Have	gender	relations	and	equality	been	or	will	be	affected	by	the	project?	Particular	attention	will	be	devoted	

to the four FAO Gender Equality Objectives attainable at the level of initiative or thematic area: i) Equal decision-
making; ii) Equal access to productive resources; iii) Equal access to goods, services and markets; iv) Reduction of 
women’s work burden.

6 http://www.uneval.org/document/detail/21

7 Swiss Agency for Development Cooperation (contributors Cathy Shutt, IDS and Laurent Ruedin, SDC, SDC How-
to-Note: Beneficiary Assessment, May 2013 (available at: https://www.shareweb.ch/site/Poverty-Wellbeing/
Documents/SDC%20How-to-Note%20Beneficiary%20Assessment%20May%202013.pdf).

http://www.uneval.org/document/detail/21
https://www.shareweb.ch/site/Poverty-Wellbeing/Documents/SDC%20How-to-Note%20Beneficiary%20Assessment%20May%202013.pdf
https://www.shareweb.ch/site/Poverty-Wellbeing/Documents/SDC%20How-to-Note%20Beneficiary%20Assessment%20May%202013.pdf
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27 Field work will be conducted8 in Khyber and Kurram Agencies; the evaluation team will 
meet direct beneficiaries and assess changes brought by an intervention on their lives 
and livelihoods. In so far as possible, considering time, logistical and methodological 
constraints, the team will assess short- and long-term impacts, and negative and positive 
results at community level. Project sites for field visits will be selected in consultation with 
the FAO Country Office, aiming at relevance and geographic variety. The team will also 
meet with non-beneficiary households to explore targeting issues and spillover effects. 
The issue of sustainability will also be looked into, and what lessons can be learned from 
the intervention.

28 Emphasis will be placed on assessing the capacity development dimension in the design, 
implementation and results of the project at individual, organizational and enabling 
environment levels,9 particularly with regard to assessing Outcome 2 of the project.

29 The evaluation team will triangulate its findings with the project results framework 
outcome and output level indicators (baselines, targets and progress).

30 The evaluation will adopt a consultative and transparent approach with internal and 
external stakeholders throughout the evaluation process including FAO and national 
partners. Triangulation of evidence and information gathered will underpin its validation 
and analysis and will support conclusions and recommendations. 

9. Roles and responsibilities

31 The FAO Office of Evaluation, in consultations with the Budget Holder and the Project 
Manager will finalize the Terms of Reference, identify and recruit consultants and organize 
the team’s work; it is responsible for the finalization of the Terms of Reference and of the 
team composition;10 it shall brief the evaluation team on the evaluation methodology 
and process and will review the final draft report for Quality Assurance purposes in terms 
of presentation, compliance with the Terms of Reference and timely delivery, quality, 
clarity and soundness of evidence provided, and of the analysis supporting conclusions 
and recommendations. The Office of Evaluation also has a responsibility in following up 
with the Budget Holder for the timely preparation of the Management Response and the 
Follow-up to the Management Response. 

32 The project team, which includes the FAO Budget Holder, the Lead Technical Officer and 
the Project Task Force of the project to be evaluated, are responsible for initiating the 
evaluation process, providing inputs to the first version of the Terms of Reference and 
supporting the evaluation team during its work. They are required to participate in meetings 
with the evaluation team, make available information and documentation as necessary 
and comment on the draft final terms of reference and report. Involvement of different 
members of the Project Task Force will depend on respective roles and participation in the 
project. The Budget Holder is also responsible for leading and coordinating the preparation 
of the FAO Management Response and the Follow-up Report to the evaluation, fully 
supported in this task by the Lead Technical Officer and Project Task Force. The Office of 
Evaluation guidelines for the Management Response and the Follow-up Report provide 
the necessary details on this process.

33 The evaluation team is responsible for conducting the evaluation, applying the 
methodology as appropriate and for producing the evaluation report. All team members, 
including the team Leader, will participate in briefing and debriefing meetings, discussions, 
field visits, and will contribute to the evaluation with written inputs for the final draft and 
final report. The evaluation team will agree on the outline of the report early in the evaluation 
process, based on the template provided by the Office of Evaluation. The evaluation team 
will also be free to expand the scope, questions and issues listed above, as well as develop 

8 Provided that the No Objection Certificate (NOCs) to physically access the project sites are approved, otherwise the 
team will try to conduct interviews in Peshawar. 

9 See: http://www.fao.org/capacitydevelopment/en/

10 The responsibility for the administrative procedures for recruitment of the team will be handled by the Office of 
Evaluation.

http://www.fao.org/capacitydevelopment/en/


Recovery and Development of the Agricultural Economy in the Federally Administered Tribal Areas (FATA)

8

its own evaluation tools and framework within time and resources available. An evaluation 
report is not subject to technical clearance by FAO although the Office of Evaluation is 
responsible for Quality Assurance of all evaluation reports. Team members will also be 
responsible of completing an anonymous and confidential questionnaire requested by the 
Office of Evaluation at the end of the evaluation to get their feedback on the evaluation 
process.

10. Evaluation team composition and profile

34 The evaluation team will comprise of one international expert and one national expert 
with multidisciplinary range of expertise:

•	 rural livelihoods development

•	 resilience (building and measurement)

•	 institutional capacity development

•	 good agricultural practices

•	 agriculture economic development

11. Evaluation products (deliverables)

•	 Draft evaluation report: the project team and key stakeholders should review the draft 
evaluation report to ensure that the evaluation meets the required quality criteria.

•	 Final evaluation report: should include an executive summary and illustrate the 
evidence found that responds to the evaluation issues and/or questions listed in the 
Terms of Reference. The report will be prepared following the Office of Evaluation 
template for report writing. 

12. Evaluation timeframe

35 The evaluation will take place from August to October 2017. The main evaluation mission 
will last two weeks, from 15 to 28 August 2017 in Pakistan.

Task Timeframe Responsibility

ToR finalization End of June 2017 Office of Evaluation in 
consultation with FAO Pakistan

Team identification and recruitment 
Mission organization

July 2017 Office of Evaluation in 
consultation with FAO Pakistan

Reading background documentation July 2017 Evaluation team

Mission to Pakistan
Islamabad
Peshawar 
FATA (Khyber and Kurram)

15 - 27 August 2017 Office of Evaluation, evaluation 
team and FAOPK

First draft for circulation Last week of September Office of Evaluation

Final draft Last week of October Office of Evaluation
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