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Terms of Reference 

For

An Evaluation of FAO’s Cross-organizational Strategy 

Broadening Partnerships and Alliances

I. Background

1) It has been confirmed by all major UN Conferences and Summits that partnerships are essential at international, regional, national and local levels, if progress is to be made in overcoming hunger and poverty, promoting economic and social development and conserving the environment. “Partnership for Development” is also one of the eight goals of the UN Millennium Development Declaration adopted by the Millennium Summit in 2000, emphasizing in particular the role of the private sector and civil society in the global development agenda. The goal recognizes that “bringing the strengths, capacities, approaches, skills and methods of different actors can create powerful synergies and overcome many of the barriers to sustainable development”
.

2) Thus, in the past decade, many international organizations, particularly in the UN system, have moved steadily towards increased collaboration. Among the most important factors driving this for FAO are:

a) The need to increasingly address complex problems that the Organization cannot address by itself and to deal with issues from a cross-sectoral and multi-disciplinary perspective;
b) The recognition of the crucial and complementary roles of civil society and the private sector in the development process in a context of the changing role of the State, which is increasingly concentrating on protection and regulatory functions and phasing out from markets;  
c) Linked to the above, the new issue of opening up governance, responsibility and accountability to other actors of the society other than the civil service; and
d) Donor pressure on the Organization to work more in areas of its perceived comparative advantage and produce more with limited resources.
3) In its Strategic Framework 2000-2015, the Organization emphasizes partnerships through its cross-organizational strategy “Broadening Partnerships and Alliances”. The FAO Medium-Term Plan 2006-2011 further focuses on enhanced cooperation with: (i) the UN system agencies, inter-governmental organizations at global and national levels; (ii) NGOs and CSOs through joint information activities, increased participation in policy dialogue and cooperation in FAO’s normative and operational activities; (iii) the private sector and (iv) cooperation with local authorities through the joint development of poverty alleviation programmes at local level.

4) A number of global and regional partnerships and alliances have emerged in particular as a follow-up to the World Food Summit (WFS) and the World Food Summit: five years later (WFS: fyl) as well as the United Nations Conference on Environment and Development (UNCED) and the World Summit on Sustainable Development (WSSD). Among those for which the Organization takes a lead are: the International Alliance Against Hunger (IAAH), the Food Insecurity and Vulnerability Information and Mapping System (FIVIMS), the Intergovernmental Working Group (IGWG) for the elaboration (now completed) of a set of voluntary guidelines for the progressive realization of the right to adequate food in the context of national food security and strengthened cooperation with civil society in follow-up to the WFS:fyl and the parallel NGO/CSO Forum. The International Year of the Mountains in 2002 and the International Year of Rice 2004 and the Collaborative Partnership on Forests (CPF), are other global partnership initiatives for which FAO was given a lead role in facilitating implementation. 

5) Many of FAO’s normative programmes and field activities at global, regional and national levels are implemented with partners. The Organization has developed partnerships and alliances with a broad range of organizations through various modalities and instruments and for various purposes.  A first survey of FAO Technical Departments indicated more than 830 collaborative arrangements with external partners. Most of them fit to one of the broad categories of partnership defined in the Strategic Framework. 

6) Partnerships are commonly defined by their purpose, the forms/modalities through which partnership is concretised and the partners involved. In the context of FAO, partnerships have one or several of the following purposes: 
a) Exchange of information and experience; 
b) Awareness building, including the mobilization of the contribution of others to achievements of broad goals which FAO, by itself, could not attain (a typical example is the International Alliance against Hunger);; 
c) Policy dialogue; 
d) Cooperation (scientific, technical) based on a mutually agreed division of labour; 
e) Resource mobilization. 
7) Partnerships can take different forms or modalities which can be defined along a continuum from low to high involvement. They are usually classified within four main levels: networking; coordination; cooperation; and collaboration.
8) FAO’s Partners are categorised in planning documents into five broad categories: 

a) UN-system and other International Organizations including International Financing Institutions (IFIs) 
b) Research and Academics; 
c) Civil Society Organizations (CSOs) and Non-Governmental organizations (NGOs); 
d) Private sector; 
e) Sub-national/local authorities through “decentralized cooperation”; and
f) In addition, FAO has important joint activities within FAO inter-governmental bodies. 
9) While partnerships permeate all aspects of FAO work, several programme entities are entirely dedicated to refining FAO’s partnership strategy and enhancing collaboration with external partners. This reflects the need for better internal coordination, harmonisation and clearer policies throughout the Organisation if it is to address the challenges mentioned above. FAO’s Medium Term Plan 2004-2009 defines the main thrusts of the strategy as follows:  
· “to ensure continued fruitful cooperation with UN system partners and other inter-governmental organizations; 
· to further expand dialogue and strengthen cooperation with Non-governmental (NGOs) and Civil Society Organizations (CSOs), in follow-up to the World Food Summit: five years later, working towards common food security and agricultural development goals; 

· to pursue dialogue and develop strategic partnerships with the private sector in potential areas of mutual interest, also facilitating its involvement in the agriculture, forestry and fisheries sectors of developing countries; and 

· to develop new forms of cooperation in support of rural development, through partnerships with decentralized (sub-national and local) entities.”
10) The Medium Term Plan 2006-2011 places similar emphasis on enhancing cooperation with CSOs, including NGOs, the private sector and decentralised entities and also within the UN system. 
11) Partnerships are handled throughout the Organization, with the Technical Departments taking the lead on many of the partnerships specially those relevant to their programmes. The renewed importance given to partnerships with civil society and the private sector led to the creation of a Unit for Cooperation with the Private Sector and NGOs (TCDN) in April 1995 in the Technical Cooperation department (TC). Upon its dissolution in early 2002, in the context of the reform of TC Department, TCDN’s functions were transferred, along with other responsibilities, to the new Resources and Strategic Partnerships Unit (TCDS). Relations with the UN system, especially the UN statutory bodies, are primarily the responsibilities of the Unit for Relations with the UN system (SADN) in the office of the Director-General. Responsibilities for general policy and strategy for relations with the UN development Group and collaborations with other external partners lie with TCDS in collaboration with technical departments. The International Alliance Against Hunger is dealt with primarily by the Special Advisers the Director General. Partnerships within the framework of the World Food Day, FAO Ambassadors programme and TeleFood are handled by various units within the General Affairs and Information Department.
II.
Purpose of the Evaluation

12) In its eighty-ninth session of May 2003, the Programme Committee approved FAO’s programme of strategic and programme evaluations for the 2004-2005 biennium, including the evaluation of FAO’s cross-organizational strategy “Broadening Partnerships and Alliances”.

13) The purpose of the evaluation is to provide the membership and secretariat with the basis to strengthen FAO priorities, modalities and selection of partners, particularly with respect to newer forms of partnership. More specifically, the evaluation will: 

a) validate where partnerships and alliances have been effective and efficient;
b) draw lessons on types of partnerships and modalities that can work most effectively in different areas of FAO’s work (both normative and development assistance) and for different purposes, including the limitations and benefits of partnerships; and

c) provide strategic guidance on the conditions when partnership is likely to be cost-effective and when it is not. 

14) The Report of the Evaluation will be presented to the FAO Programme Committee, including an analysis of findings and recommendations for the future on the use of partnerships in FAO’s work. Recommendations may include possibilities for savings in FAO’s work and they will include and identify those improvements which can be made at no additional cost.

III.
Definitions and Scope of the Evaluation

15) The term partnerships is used in many ways and encompasses a broad range of relationships. For that reason and for the purpose of scoping the evaluation, it is important to define these relationships and among them, clarify what the evaluation will focus on.

16) For the purpose of the evaluation, “partnerships and alliances" refer to cooperation and collaboration between FAO units and external parties in joint or coordinated action for a common purpose. It involves a relationship where all parties make a contribution to the output and the achievements of the objectives rather than a sole financial relationship. 

17) The evaluation will focus on the thrust of the Strategy and provide an evaluation of FAO’s relationships with its main categories of partners as well as an evaluation of categories of partnerships and alliances, purposes and modalities, at global, regional and (to a more limited extent) national levels as further expanded in the Medium-Term Plan 2006-2011. 
18) In particular, the evaluation will address specific issues in relation to the Organization’s relationships with: (i) the UN system, UN agencies and inter-governmental bodies; (ii) research institutions with a particular emphasis on FAO’s relationship with CGIAR institutions; (iii) CSOs and NGOs but excluding contractual relationships limited to CSOs/NGOs as implementing agencies for FAO activities; (iv) the private sector and (v) within inter-governmental bodies where there are specific inputs from the members. 

19) The sample of partnerships and alliances will include:
a) Global and Regional partnership and alliance initiatives across categories of partners; 

b) Joint activities within the framework of inter-governmental FAO bodies including those for policy and regulatory frameworks, conventions and treaties; 
c) Joint activities of world wide information knowledge building and management;

d) Joint programmes with other international or regional organizations/bodies included those carried out with other UN agencies, in particular, the Rome-based UN agencies.
20) In order to keep the evaluation within a manageable scope and notwithstanding the importance of these collaborations, the evaluation excludes:
a) Standard UN institutional arrangements at global or country level such as FAO’s relationships within the framework of FAO’s participation to UN administrative and managerial bodies (e.g. CEB, HLCP, HLCM, and UNDG) and at country level the relationships within the UN Country Team; 
b) Networks, associations and statutory bodies which are primarily dissemination or discussion mechanisms, with the lead taken by FAO and only minor inputs by the members; 
c) Those contacts and networks which are limited to information sharing; 
d) Assistance to international, regional and national entities that are part of FAO’s technical cooperation and development support; 
e) Decentralized cooperation of which the modalities are being consolidated; 
f) Arrangements which are primarily funding of FAO work, e.g.: donor funding of FAO, and arrangements that are funding of FAO’s work through sponsorship where there is no substantive involvement of the sponsor in the production of the outputs of the relationship; 
g) Cooperative agreements and partnerships with International Financing Institutions (IFIs) for investment development, including pre-investment work;and
h) The FAO’s Partnership Programmes
 which include particular framework agreements for tapping individual expertise through modalities other than FAO’s traditional contractual arrangements. 
21) The evaluation will provide:

a) An inventory of FAO’s partnerships and alliances, including definitions and  categorization on the basis of function, modality and partner as well as identification of main outputs; 
b) An assessment of FAO’s relationships by broad category of partners over the past three biennia;
c) An assessment of a sample of partnerships and alliances over the last three biennia, representative of categories of function, modalities and partners. Within the coverage defined above and on the basis of the sample, it will identify the strengths and weaknesses of partnering and factors for success and failure;
d) Examination to the extent possible of some successful examples of partnering by other agencies (in particular UN agencies) with a view to lesson learning.
IV.
Issues to be addressed in the Evaluation
22) The evaluation will address in particular the following issues with respect to different typologies of partnership:

a) The relevance of:

i) FAO’s strategy for promoting partnerships and alliances in the context of Millennium Development Goal 8 (“Develop a Global Partnership for Development”) and the achievement of FAO’s own strategic framework objectives; 

ii) the specific FAO policies and strategies which have been developed for each category of partner;
iii) the objectives and roles of the partnerships themselves in relation to FAO’s Strategic Framework Objectives and the Millennium Development Goals 

b) The coherence and synergy and coverage of partnership initiatives vis-à-vis the priorities and strategic objectives of FAO;


c) The extent to which partnerships build on FAO’s comparative advantages;
d) The dynamic design and process of the overall framework of FAO partnerships, of partnerships in specific areas and individual partnerships, including the importance in design for different types of partnership of:

i) shared vision on the purpose of the partnership and clarity on that purpose;
ii) appropriateness of the division of tasks between partners;
iii) extent to which partnership is clearly part of the work programme of each of the partners and accompanying realism on time and resources available;
iv) clear definition of various aspects of the partnership and/or a more process approach to growth in partnership;
v) attention to process and communication issues in developing partnerships; 
vi) institutional framework including administrative, legal and managerial aspects; 
vii) the need for power balance, visibility of the partners and full recognition of contributions; and
viii) such intangible factors as mutual respect. 
e) The contribution of partnership to the eventual appropriateness and acceptance of outputs and thus outcomes from the partnership outputs;
f) The effectiveness of partnerships and alliances. The effectiveness of partnership will be analyzed through the modality itself, considering that partnership is effective to the extent that partners are interested, involved and committed and it is producing substantive outputs. The evaluation will identify activities, outputs and tangible results of a selected representative sample of partnerships and alliances and examine the factors influencing or the barriers constraining their full realization.  It is within the scope of such analysis that the effectiveness of partnerships in terms of additional benefits to FAO’s member countries will be assessed.
g) The cost-effectiveness of partnerships and alliances will be examined, considering the resources put into partnering vis-à-vis the benefits to member countries. In this respect, the evaluation will highlight the value-added gained through cooperation and collaboration with external partners for the attainment of the Organization’s goals to benefit its members (for example in accessing to complementarity areas of expertise, knowledge, skills technology or resources that FAO cannot produce or generate on its own). It will also examine the costs particularly of additional consultation and adjustment in objectives. 

h) Potential for additional types of partnership in FAO’s work, based on experiences of others.

V.
Methodology

23) For the inventory, the data-base of partnerships derived from replies of departments to an in-house survey will be used. Better definitions and refinement of the categorization of partnerships will be developed progressively through a systematic identification of outputs and iterative consultations with staff involved. 

24) As indicated above, the evaluation will include a close examination of a sample of representative partnerships and alliances. The sample will be defined with the help of TCDS and other concerned units of the Organization so as to cover the scope of the evaluation defined above and using the following criteria: 

· Volume of work involved in the partnership;

· Innovative and or new form of partnership for FAO; and 

· Domains of wide international interest.

25) The methodology includes a mix of tools:

a) A review of literature as well as of existing evaluation and review reports covering some forms of partnerships such as: The Independent assessment of FIVIMS; the joint WHO/FAO evaluation of Codex and food standards, the auto-evaluation of the UN System Network on Rural Development and Food Security, including a survey covering a questionnaire on the International Alliance Against Hunger;
b) Visits to some international organizations, UN agencies (partners and non-partners of FAO) with a view to examining policies and experiences on partnerships (including those involving FAO). 

· In the UN Secretariat (New York): the UN Non-Governmental Liaison Service, MDGs secretariat, and programmes and funds including UNDP, UNICEF and UNCDF and IFPRI (Washington);. 

· Other UN specialized agencies UNESCO and other Paris-based organizations (e.g. OECD), WHO, UNEP Europe office and other Geneva-based organizations.

· Consultation will be carried out with Rome-based agencies: IFAD, WFP, and IPGRI. 

c) Visits to FAO’s partners in the private sector as well as European partners involved in the decentralized cooperation in France and in Italy. With regard to the latter and to complement visits, short visits will be carried out in some of the developing countries benefiting from decentralized cooperation in cases for which documentation is insufficient;
d) Field missions: some interviews have been carried out with partners during the country visits carried out for the evaluation of FAO’s decentralization. Aide-Memoirs of these visits will be used; 

e) A Questionnaire Survey of a selection of partners at global, regional and national level supplemented by teleconferences;
f) Structured interviews with staff of the Organization involved in partnerships;
g) Review of a sample of concrete outputs produced through partnerships and preparation of short case studies highlighting factors of success and failure covering the various forms and purposes of partnerships; 

i) Exploratory panels: two or more short panels will be set-up as part of the evaluation process with a view to identifying constraints, barriers to effective and efficient partnerships, ways to overcome them and potentials for further partnering and addressing civil society and private sector partnership issues. 
These panels will review the preliminary findings of the evaluations and will thus take place at a later stage of the evaluation process. The panels will be used to verify the problem analysis and make concrete proposals for strengthening and exploring newer forms of partnership.

VI.
Management and Conduct of the Evaluation

26) The evaluation will be managed and led by a senior evaluation officer supported by a team of consultants.  A final peer review panel may be included, depending upon the effectiveness and outcomes of the panels for NGOs/CSOs and the private sector.

VII. 
Timetable of the Evaluation

27) 
15/09 – 20/10: 
Preparatory work
Inventory of partnerships

Identification of a sample of partnerships and outputs

Review of literature and evaluation reports 

Design of the survey

Design of structured interviews

Preparation of visits

28) 
20/10/04 – 31/01/05: 
Consultation and Analysis
Interviews (staff and partners)

Visits

Short case studies

Preliminary findings and recommendations

29) 
01/02 – 15/03: 
Finalization
Panels

Circulation of a draft report for comments, including meetings with selected divisions

Final report.
� GA 58 session: A/58/227 Enhanced cooperation between the United Nations and all relevant partners, in particular the private sector. 18 August 2003.


� FAO’s Partnership Programmes include the Young Professional Programme, the Retired Experts Programme, the Visiting Experts Programme and the Experts for Technical Cooperation Programme (TCDC/TCCT).
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