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Terms of Reference 

 
Evaluation of UNRWA’s Organizational Development (OD) 

 
 

1. INTRODUCTION 

 

The United Nations Relief and Works Agency for Palestine Refugees in the Near East (UNRWA) 
offers assistance, protection and advocacy for some 4.76 million registered Palestine refugees 
pending a solution to their plight. UNRWA provides education, health, relief and social services, 
microfinance, camp infrastructure and improvement services as well as emergency assistance to 
eligible refugees in its five fields of operation: the Gaza Strip, Jordan, Lebanon, the Syrian Arab 
Republic, and the West Bank including East Jerusalem. UNRWA currently operates or sponsors 
over 900 installations with nearly 28,500 staff across the five fields. The majority of these staff are 
involved in direct service delivery to beneficiaries. 

Thirteen departments support the five field offices in their delivery of UNRWA’s programmes: the 
Executive Office, Education, Health, Relief and Social Services, Microfinance, Infrastructure and 
Camp Improvement, Human Resources, Administrative Support, Finance, External Relations, 
Legal Affairs, and Internal Oversight Services. The Agency is headquartered in Gaza and 
Amman.  

In 2006, UNRWA embarked on a process of Organizational Development (OD), an Agency-wide 
reform initiative to strengthen the Agency’s management capacity to serve Palestine refugees 
more effectively. The OD Plan 2006-09 outlines UNRWA’s OD strategy around four levers of 
change: Programme Management, Human Resources Management, Leadership and 
Management and Organisational Processes and Systems. Donors have supported the OD Plan 
with contributions amounting to more than USD 24 million. 

The majority of initiatives under the OD Plan have been finished, though certain initiatives remain 
to be fully implemented and are currently being addressed. At the same time, the Agency is 
proceeding with a second complementary phase of reform, entitled Sustaining Change. This new 
reform process aims to take the gains in management reform achieved from OD while reforming 
the Agency’s core programmes of health, education, and relief and social services. It also aims to 
improve the Agency’s resource mobilization capacity.  

A preliminary assessment of OD has been carried out in June 2010 to inform the initial thinking 
about Sustaining Change. In order to ensure the best possible further development and 
implementation of the new reform initiative, UNRWA is now seeking a full evaluation of the OD 
Plan. This evaluation will enable the Agency to assess the impact of OD on the Agency’s 
operations and to learn lessons that will feed into the new reform process. 
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2. OBJECTIVES 
 
The objective of the evaluation is to provide a full assessment of the relevance, effectiveness, 
efficiency, impact and sustainability of the OD. Specific emphasis should be on the organizational 
transformation that resulted from OD and on the lessons that can be learned from the planning 
and implementation of the reform and applied to Sustaining Change. 

The main beneficiaries of the evaluation are UNRWA’s top and senior management in 
Headquarters and Fields, who will benefit from the findings for future reform processes. The 
evaluation will also provide assurances and valuable information to a range of UNRWA’s 
stakeholders: staff, refugees, and states, including those constituting UNRWA’s Advisory 
Commission. 

 
3. SCOPE 
 
UNRWA is seeking a full evaluation of its OD Plan including all four levers of change: Programme 
Management, Human Resources Management, Leadership and Management and Organisational 
Processes and Systems. The evaluation should look at the results of OD at all organizational 
levels. 

 
4. EXPECTED RESULTS 
 
The evaluation should assess the following questions for each lever of change of the OD Plan 
and systematically provide lessons learned: 

Relevance 

• To what extent was OD the right response to the challenges that UNRWA faced when 
launching it? 

• To what extent were the objectives of the OD Plan in line with the recommendations of the 
Geneva Conference 2004

1
? 

• In light of UNRWA’s political and financial working context, to what extent was the approach 
taken by the OD Plan relevant for addressing the issues that it was designed to address? 

Effectiveness 

• To what extent have the management reforms under OD helped or are likely to help 
UNRWA’s staff to be more effective in the delivery of programmes? 

• To what extent has UNRWA moved or is likely to move towards the SPARE
2
 paradigm as a 

result of OD? 

• To what extent has UNRWA achieved or is likely to achieve the objectives of each of the 
levers of change of the OD Plan? 

• To what extent has UNRWA effectively implemented the planned OD initiatives within the 
different HQ Departments and Fields? 

• Which factors made a major contribution to the achievement or non-achievement of the OD’s 
objectives? 

Efficiency 

• To what extent were OD outputs delivered as required in terms of quality and time? 

                                                 
1
 Geneva Conference 2004: Meeting the Humanitarian Needs of the Palestine refugees in the Near East – Building 

Partnerships in support of UNRWA. 
2
 SPARE stands for “strategy, policy, accountability, results and envelopes (of resources)” (UNRWA, Serving Palestine 

Refugees More Effectively - Strengthening the Management Capacity of UNRWA: UNRWA’s Organizational Development 
Plan 2006-09). 
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• To what extent have OD funds been spent efficiently? 

• To what extent have the different components of the OD Plan been coordinated within the 
Agency in order to ensure smooth implementation? 

Impact 

• What are the positive and negative, expected and unexpected changes that occurred with 
regard to UNRWA’s internal processes, management patterns and staff capacity as well as 
ability to deliver services to Palestine refugees as a result of OD? 

• To what extent has UNRWA achieved or is likely to achieve the overall OD objective of 
strengthening internal capacity to serve Palestine refugees more effectively? 

Sustainability 

• To what extent are the changes brought about by OD embedded in the mindset of and 
supported by UNRWA’s staff at different levels? 

• To what extent is UNRWA expected to be able to sustain the positive changes brought about 
by OD given its organizational and management structure, internal systems, financial and 
political environment, and cooperation with external partners? 

• Which measures would be required to further sustain the changes brought about by OD? 

 
5. METHODOLOGY 
 
The evaluation should use a rigorous methodology that will enable the evaluators to provide 
credible answers to all of the research questions. The methodology will be proposed by the 
evaluation team and will be finalized in cooperation with the steering committee for the 
evaluation. 

 
6. IMPLEMENTATION OF THE EVALUATION 

 

The evaluation will be conducted in the form of a joint evaluation involving key donors and host 
governments in addition to UNRWA. Under the overall leadership of UNRWA’s Department of 
Internal Oversight Services, a steering committee consisting of representatives of the involved 
parties will manage the evaluation process. A team of external consultants will carry out the 
evaluation. 

Responsibilities of the Evaluation Team 
 
The evaluation team is expected to start its work by carrying out a document review and doing 
some preliminary interviews by phone. Not later than four weeks after the beginning of the 
evaluation, the evaluators will submit an inception report, which clearly outlines the methodology 
and work plan for the assignment. 

After receiving feedback on the inception report, the evaluation team will carry out field visits to 
UNRWA’s area of operations including headquarters, field offices, area offices and some 
installations. The consultant will also meet with UNRWA’s partners, namely donor and host 
country representatives. At the end of their field mission, the evaluators will debrief key 
stakeholders on preliminary findings and recommendations in a video conference. UNRWA 
expects to receive a draft report not later than four weeks after finalization of the field work phase. 
UNRWA’s internal and external stakeholders will have the opportunity to comment on the draft 
report before the final report will be prepared. 
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Responsibilities of the Steering Committee 
 
The steering committee is responsible for the finalization of the TOR and the establishment of a 
timeline for the evaluation process. It ensures that adequate funding for the evaluation is 
available and recruits the evaluation team. The committee endorses the work plan and research 
methodology proposed by the evaluation team. It provides preliminary feedback to the evaluation 
team during the debriefing session and manages the commenting process on the draft evaluation 
report. 

Opportunities for Synergies 
 
In addition to the OD evaluation, UNRWA will undergo the Common Approach assessment of the 
Multilateral Organization Performance Assessment Network (MOPAN) in 2011. The MOPAN will 
assess stakeholder perceptions on UNRWA’s strategic management, operational management, 
relationship management, and knowledge management. The concurrent implementation of the 
MOPAN Common Approach and the OD evaluation will provide opportunities for cooperation and 
cross-fertilization to create synergies. 

 
7. EXPECTED OUTPUTS 

 

It is expected that the review will produce the following outputs: 

• Inception report 

• Debriefing of key stakeholders; 

• Draft report; 

• Final report. 

The inception, draft and final report should be submitted as a softcopy. Draft and final report 
should not exceed 60 pages (excluding annexes) and follow the structure below: 

• Executive summary; 

• Description of the process evaluated; 

• Objectives and scope; 

• Methodology and limitations; 

• Main text including analysis and findings regarding the evaluation questions (relevance, 
effectiveness, efficiency, impact and sustainability); 

• Conclusions and corresponding recommendations; 

• Annexes (TOR, research instruments used, list of persons interviewed, list of documents 
reviewed). 

 
8. REQUIRED EXPERTISE 
 
The evaluation will be carried out by a team of consultants who should possess the following 
competencies: 

• Substantial experience in the evaluation of large organizational reform processes; 

• Expertise in organizational development and change management; 

• Expertise in human resources management; 

• Expertise in programme and project management; 

• Expertise in finance and budgeting would be a plus; 

• Experience in development and humanitarian work, including in conflict settings; 

• Work experience with UN Agencies; 

• Strong analytical skills coupled with a proven capacity of report writing clearness and 
synthesis capacity; 

• Fluency in English; 
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• Previous work experience in the Middle East would be desirable, Arabic language skills an 
asset. 

The evaluators must be immediately available and able to travel to UNRWA’s fields of operation. 

 
9. LOGISTICAL ARRANGEMENTS 

 

UNRWA provides administrative and logistical support during the field mission, including 
scheduling of meetings and local transportation for business travel. The evaluators will purchase 
the tickets required for international travel between their place of recruitment and Amman and 
make the necessary visa arrangements. These costs will be reimbursed upon provision of all 
relevant receipts, boarding passes, etc. UNRWA can provide invitation letters for visa applications 
if required. 

UNRWA offers to coordinate hotel reservations and security arrangements. The consultants will 
receive travel subsistence allowance (TSA) to cover costs of accommodation and other expenses 
during the field mission period. The current TSA rates are the following: 

• Amman: USD 236 

• Beirut: USD 241 

• Damascus: USD 281 

• Gaza: USD 192 

• Jerusalem: USD 274 

UNRWA suggests the following payment schedule for the assignment: 

• 25% of the working day fees upon submission of the inception report; 

• TSA and payments for reimbursable costs upon completion of the field work phase; 

• 40% of the working day fees upon submission of the draft report; 

• 35% of the working day fees upon acceptance of the final report. 

Consultancies interested in carrying out the described assignment should include the following 
elements in their technical proposal: 

• Proposed methodology for carrying out the assignment; 

• Proposed high-level work plan including time schedule; 

• CVs of the proposed evaluators, which demonstrate that these are qualified for carrying out 
the assignment; 

• A minimum of three references of former clients for each of the proposed consultants, 
including their telephone numbers and email addresses. 


