












































































































































































































































































9.33 The 1991 review of training noted the backlog in capacity but was optimistic that 
it could be eliminated by the end of that year. Yet. BRAC has sclll not been able to 

eradicate the backlog in expanding training capacity and the view of the MTE is that 
the backlog could grow. The problem is nor just the lengthy delay in starring work on 
the Camilla TARC. This has been mainly a technical diificulty in building design. More 
fundamentally t..l!e prob1em is one o( planning, programming and inter-deparanem:al 
collaboration, as noted in Section 7 dealing with the Construction Oeparcnent. 
Meanwhile, the Rajendrapur MTC which was intended specifically for the MOP has been 
used parr..ially in the role of a T ARC. In the short run it can continue to contribute to 
easing the capacity limitatil)ns in existing T AR.Cs, especially because MOP itself is far 
from being fully geared-up. 

9.34 &aff .caoacitv The number of full- time training staff rose by over 30% in 1991, 
from 51 to 67 - considerably faster than the increase in physical capacicy. The 
selection process -involving four stages of (a) desk screening of cvs, (b) an assessment 
workshop, (c) a >wTitten examination in Bangia and English, and (d) a final selection from 
a short list - is commendably rigorous and works well. But there are signs of strain in 
the over-utilisation of training staff capacity. First, it seems that some TARCs are 
cutting corners in the standard probationary/induction anangements. Instead of being 
assigned to senior trainers for a period of three months before being given sole 
respor>.sibilicy for training members and for six months before delivering courses to 
BR.A.C staff, some trainers are being given sole responsibility after as little as one 
month. Secondly, trainers are being asked to take on increasingly heavy workloads. 
During 1990, utilisation of training staff time was 102%. For 1991 -
notwithstanding the increase in numbers of training staff mentioned above, the training 
deparuoent estimates an even higher rate Gf capacity utilisation. 

9.35 The MTE has n,ot been able to trace any immediate effects of the strain on 
training capacicy oo the ctuality of training or, in turn, on the effectiveness oi 
operational programmes. On the other hand, some senior managers paine to me ease 
with which rented properties can be used and the beneOcial effects of keeping training 
and other staff at full stretch as positive factors. Nevertheless, the point is that BRAC 
has set its own schedules, norms, expectations and budgets for training. In respect of 
physical facilities and staff utilisation, it is adhering to its nonns nor keeping 
up with demand - and, wi t;hout remedial action, sooner or later this will take a toll on 
quality. In the view of the MTE, the most pressing issue is w do all possible to catch 
up with targets to the physical capacity fo.r training, in line with the 
recommendations for the Construction Department in Section 7 of this report. There 
is also a need to select and train new training staff much earlier - in anticipation af 
need - to ensure that the workload impased on them does not run the risk 6f fatigue and 
loss of quality. 
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ANNEX I 

TERMS OF REFERENCE 



1. 0 

J3RAC f!URAL DEVELOPHENT PROGRAMME ( ROP} II 
AND RURAL CREDIT PROJECT (RCP) 

HID- TERM EVALUATION 
PROPOSED S{;OPE OF WOHK 

INTRODVCT toN 

1.01 BR,~C' s Ru r al Dev-elopment Programme {RDP) II and Rural 
Credit Project (RCP) received financial suppor t from a Donor 
Consortium (DC) comprising! NOVIB, ODA, NORAD, DA NIDA, AKr/CIDA, 
SIDA, EZE and Ford Foundation to continue J ts programme of 
e><pansion. As per the Project Documents si<5ned in Hay, 1990, the 
total amount of project funding is USS 49 million, for the period, 
January, 1990 throug h December 1993. 

l. <12 'i'be ~!embers of the l:>onor Ccnscr•~i.um ha:ve. agreed, in M,a:;, 
1991, to eliminate the 1991 Annual Review and to undertake a jolnt 
Hid- term e valuation to review the status of project imp lementation 
and to assess BRAC operations. 

1.1 EACKGROUN'D 

1. 1. 1 An Annual Review of RDP 11 and RC P I was conduc ted in 
November 1990 . The· majority of t.he recommendations was endorsed I>~· 
the DC and BRAC i n the areas of financial reporting and accoun~ing 
practices and proce dures . Consideration of other recommendations 
relating to institution buildi ng, the Non- Formal Primary Education 
Programme (NFPE) and BRAG's training capacity were the s ubject of 
s pecial reviews carr~ed out in February and April 1~~1. ln 
addition, in. Novenlber !.991, a financial consultant was contrac-t-ed 
to conduct a study t o rev iew the banking· system. This consul tancy 
is expected to be completed l:iy December 4, ·1991 and the findings 
will provide additional useful information for the Hid-term 
evaluation . 

1.2 PURPOSE OF THE HID- TERM EVALUATION 

:!. • 2.1 The purpose of the ~lid-Term Evaluation is to assess the 
e-ffectiveness and e ffi ciency of BRAG in managin~ the Project, 
review BRAC's rate of expansion and recommend changes in the 
expansion strategy, if r~qu ired. 

1 .2.2 It i s spe.cified in paragl"aph 52 of the Project Document 
that a Mid- tentt ev-aluation «ill be cart-ied out in the first ~uart-er 
of 1992. The main objectives of th~ evaluation a re t o undertake an 
i n -dept.h i nvestigation of the BRAC Bank Project, assess.ing its 
e:fectiveness in lending to the poor and financi al viability and, 
to evaluate RDP II and make recommendations for t he implementation 
of RDP II I. 

1.2.3 The evaluat ion team wil l review BRAG's performance with 
respect. to achieving t he objectives and specifi.ed targets set cut 
in the Pro j ect Document and the Project Appra isal Report dated 
April, 1989 . The tea~ will assess the extent to which the 
recomme-ndations of t,he 1990 Annual Review Mission and the fcttr 
sectoral reviews, endorsed by the DC, have been implemented. 



1.2.-' The Eva luators will review BRAC',; plans for the 
developmen t. of its var ious prog::-ammes and the resulting demands 
Lhis will put o n t heir management systems and li kely impact. on the 
prog ramme quality. This will include, but not be l1mited to, an 
assessment of the sustainabi:i:y and replicabilit.y of 3RAC's 
app::-cach and comments on possib!e lon~-term w1thdrawal st~ategies 
on the part of t.he Donors. 

1.2.5 To this end, Evaluat.ors will also revie~o.· BRAC's 
perceptions of the pol itical, social and economic climate of 
Bangladesh, BRAC 's ab ility to identify the needs and capRcities of 
the rural poor with whom they are l<orkin~ and the deve lopmental 
role BRAC sees for itself ·,.:thin the broader community oi 
Government and other NCO's. 

1.2.6 Recommendations .-il l be prepared concerning adjustments 
in programme plans, including BRAC' s targe ts a nd goals, felt 
necessary to balance economic and social proj e ct conside r ations. 

1 . 2. 7 As stat.ed in poragraph 50 of the Project Documem:., and as 
requi~ed under individual Donor agreements signed with BRAC, ~he 
objeccives of the Mid- Term Evaluation are to : 

1) Establish the achiev~ments of each programme over t i me; 

2) Analyze the ir ach levements in the context of the original 
objectives; 

3 ) Assess whether inputs were sufficient and appropriate in 
re!ation to the objectives and achievements of the programme; 

4) Make recommendat ions for t he planning of future pro~rammes . 

1 .2.8 These f our object ives will have to be followed up since 
they all play a n important role in terms of measuring the progress 
and status of project activities in relation to overall targets, 
such as the alleviation of poverty and empowerment of the target 
group, the landless poor. 

1.3 SCOPE OF WORK 

1 .31 The evaluation team wi ll cover, but not be limited to, 
the following six major areas: 

BRAC Bank Operations and Financial Performance 
:ncome Generating Activit~es & Socia Economic Impact. 
Xanagement and Training (staff and VO members) 
Organization and Institu t ion Building 
Gender Speciali~a tion 
Education and othe r Support Service Programmes 

1.32 The evaluati on team, as such, will cover these six areas 
through eight members appoint.ed by the Donor Consortium. It is 
estimated that. eac h mission member ~o.·ill require four ~<eeks in 
Bangladesh, during the month of February, to carry out the 
assignment and to complete he r/his cont r ibu tion to the draft 
repor "t.. The 1.eam l eade r will require an additional two weeks to 
coordinate t.he work and prepare the final repor t . 

? 



L 

I~ 

L 

2. SPECIFIC QUESTIONS TO BE ADDRESSED 

2.1 "FINANCIAL ANJ\LYSI.S AND BRAC BANK OPERATIONS 

1'he team will : 

2.2 

.".sses-s the extent to whi.ch cecommendat. i.ons from the p-::-e,· i.o~ts 
Annual Review Mission ( 1990} relating to finan<:i. al management 
practices hav e been implementea; 

Review the audit reports, annual financial statements 
past two years and e''aluate the 6perations 
per-fo rmance, financ ial viabilit:: and soundness; 

fo;:- t:he 
overall 

Prepare financial projections for the n ext ten years and 
determine BRAG's potential for self- sustai nabilit~; 

Review Donor disbursement procedures and a ssess the overall 
utiUzation o f Donor funds for RDP II and RCP; 

Revie•• and analyze the financial reporting, new record keeping 
and accoun tancy control systems of RDP and RCP and make 
recommendations for qualitative and quantitativ.e imp:rovemenl:.s; 

Re,·iew the classification system of l -ong-term loans t<ith 
special reference to collective schemes and the efficiency of 
BRAC's credit policies; 

Analyze BRAC' s f inancial management systems, i.e., how 
l. nvesl:.ment dec i s ions are made and how group members' funds are 
and will be uti lized; 

Review the institutional and legal basis of the RCP and BRAC's 
plans in this regard; 

Evaluate the e f"fec tiveness of BRAC' s management information 
system in relation to the above . 

INCOME GENERATING ACT!VITIES & SOC.IO- ECONOHIC IMPACT 

1'1:\e t.eam "ill: 

Examine the 
and asse-,ss 
activitie s; 

portfolio of· economic activities unoer RDP/RC? 
the profita bility and viability of these 

Examine the actual record repayme nt of group members 
especially wi th respe·ct to lang - term loan and the economic 
impact for group members partic i pating in group activities 
compared to individual loan activities; 

Examine the economic impact on group members, paying 
!='articular attent i on to the impact on ••ome·n a nd "'omen's 
groups. Partic ular attention should be paid to whether the 
projects signi ficantly improved employment opportunities and 
income l~vel~ for women; 
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2.3 

Analyze the profile oC income earn in~ act.ivities with respect 
to rural econOmY. develo].>l1lent, and assess the r-o le of BRAC in 
transferring new and relevant technology to it~ members. 

OPER;\TTON'AL PERFORMANCE 

2. 3. l 
ilRAC's 
tartet 

IH thin th.e con text of t.he exp,.os i on of the programme, 
pf'rform?n·ce i n providing credit and sttVt?6rt serv i ce s to ir.s 
group will be reviewed. The team members wi ll : 

2.4 

R~e>view BRAC' s achievem~e>nts wit.h respe·c\:. to op.erational and 
physical tar-gets for the period under review; 

AsSe·ss the effect of the expansion p r ·ogramme of RCP on BRAC's 
ability to de;iiver serv ices to members, tho qual ity of the 
services and on branch profitahi1ityi 

Review the l.endi.ng p't'ogramme in the c ·onte:ct <> f Loan 
disbursement, loan ut i lizat ion, loan structure (short-, 
ruedium- and long- ter.fll) and group ( col.l ective) loan ac tivities ; 

Compare the pe r f ormance of males and females in employment and 
income ge~erating projects in a~eas such ~s access Lo credit, 
!o~n ~~rpose & size a~d recovery rates; 

MANAGEMENT AND TRAIN!NG 

2 . 4.1 A general concern i. s ehat .BRAC maint-ains a 'oalance 
beDween institution building (including a~ea expansion ), its 
o r.g:ani~ot..i.ora1l manag'~m~n L ::o-ys t;.em und pro~.ramme cJ~l i ver y to l t-s 
client grou p. 

2.4.2 1\sse"ss tl;le i mpact of the transfer fr01n RDP t o RCP on BRAC 
staff i . e. t-heir abi lity to cope with the changes and thei r need 
for further tra i nint. 

Z.4.2 Within t he context of the BRAC expansion programme the 
evaluation team 1vill assess the s.ustainabil i ty of BRAC's 
institutional capabi l ities in terms of operating perfo:rmance (i.e . 
organioz.at.ior., management , staf fing and training). The follo-..ing 
aspects will be a(jd-ress·ed: i) overall man<~ogement capabil ity ; ii} 
exist..ing organizat ional structures at headquarters and at regional, 
<~;nd area offices; iii) staffi ng activities i.e. recruitment and 
p!'Qmotion policies with sp.ec±al at.t.e n.tion on women staff members, 
and; iv~ ~raining needs and capac ities. 

To this end, the team will: 

Analyze the quality of the management stn>cture at the field 
level ancl head office with respect to the rapid e~pans lon in 
bo~b staff and project activities; 

Analyze mana gement implications f or any add i tional pro jects 
planned or .under di.scu ss ior), and BRAC' s capacity; 
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2 .'5 

Examine Lhe decislon - maldng process and personne l policies , 
including performance pevie_., . p romot. ion·s, ~t'lff de.ve·lopmen:. 
deciiions and g ene ral poinLs such as cl~centralisaLi6n, 
deleg-ationJ }Htr~.tcipatjon, supervisi-On and ;1.ccount.abilit:•; 

Assess BRAC ' s pro·grP.ss to••ards pt·ovi d ing gender-sens~tive 
personne1 and sound career pla nning ,,. i th pi.lrti.cular emphasis 
on revi<~ 1vi ng BRAC' s str-a~egies · for p romot ing ''omen within the 
~hole organizati on i n part icular Lhe fo rma tion and s tatus o ! 
Lhe newly consti t uted \~omen Advi sory Committee (IYACJ; 

S:xamine Ute st.a ff ing situation with reference t c the staff 
composition, stru.cture, turnover and succession al al l levecls: 

Assess the presen t train ing programme i n terms of strateg~· , 
lnethodolog)·, impact and r elevance t o BRAC' s pr.esent operating 
environment ; 

Assess the impact on the quality and efficiency of the 
training programme l training and t ra i ners) assoc iated with the 
increas-e in the "olume of training under•~ay and planned; 

Determine the probable demand for in-hous .. e training for both 
SRAC slaCC and VO membe<-S, req~lire.d t o f1.1 lfil E.Ri\C' s programme 
targets; 

Assess the adequacy or phys ical training facil ities !existing 
and planned ) through the end of 1993 (in terms of cop ing •d th 
tl"aining of an increased number oi BRAG staff members, VO 
group membe rs, etc.) with respect t o p rogramme targets and 
objec tives; ' 

lNS~ITUTlON BUILDING 

The team will: 

£xami.ne t-he l!;rou-p i dentifica;:..ion, fol:mat.ion and develo'Pment. 
processes and a s sess the extent to which l3.RAC covers and 
penetrates i ts target groups and the extent to which soc ial 
mobiliza tion and empoNe rment of the landles s poor conLinue to 
receive high priority; 

Asse ss the state of maturit~ and the process of self­
snstainability of the Village Organizations (VOs) by t"eviewi ng 
t.he se.t of indicators th·a t have been d.evelor>ed and point out 
any constraints wit.'n regard to the formc.tion of s t rong , 
independent VOs ; 

Review the status· of the federation p rocess, its structure and 
the role of the federat i ons in RDP and RCP ; 

Assess the impact of the institution building activities 
as the monthly-issu.e meeting, the SPS'c ial meetings 
workshops on the institution building process; 

such 
and 
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2 . 6 

2 . 6.1 

Examine t he surv i val ra t es of o ld g.r -oups and factors affecting 
the s_ur vival; 

Examine t.he social c han g e s gene rall:r oc cu rr i ng i n the project 
areas l \;ag e le,·e l s. , house hold income' i: n deot.e d ne ss ano 
migrati on ) , and im-provement-s in part-i c ipaL i on. PCSltion anC 
stat-u s of women; 

Assess c h e balance be t ween t he pursui t of e c onomic and socia l 
_g_oals . 

SUPPORT SERVICES PROGRAMMES 

Non~ Fo rmal Pri.ma l'Y Education P r o gl"amme ( NFP.E) 

Re vie" t h e management a nd logis tic al ef fi ci..ency o f the l'<FPE 
Programme and assess .... •he the r the r apid e x pansion 1;ill have any 
neg-ative impact o.n t he quality o f the programme (t r ough t.he 
endof1993 ) ; 

For the NFPE programme , r e v iew the stru c t ure and e~£ icie ncy of 
the NFPE p rogramme pers o nnel (tr aine rs, Pos , FOs ) a nd identify 
.any problems/bottlene c ks associated wi t h staff i ng ; 

Examine and comment o n t h e inter - c y c l e cont i nuat i o n r ates of 
the NFPE s chools ; 

2 . 6.2 Rural Enterpri se Pr<>jec t (REP) 

Examine the port fo l io of e c onomic a ctivitles und er REP and 
asse ss the prof i tabili t y and viability of these activities; 

Revie<,. the experi mental "p r oje cts u nder t aken by REP a nd the 
mar keti ng cap abil i t y o f the REP and the mechani s Jil for 
transfer of t echnolog y; 

Hanag ement. and Dev elo p ment. £>.-ogramme { ~lDP} 

Asses s t h e past tra ini ng performance of HDP a nd TARC in 
relation to targets; 

2.S.4 

Assess the role of HDP in d e veloping the managemen t capacity 
of .BRAC and non B RAC ' s s tat f . 

Assess t he effic i ency, effect i v e n ess and sust.ainability of 
this -p r o gramme; 

Paral egal Programme ( PLP) 

Assess the efficiency , e ffec tive ne ss and sus t.a i nab.ility of 
this !>rog r a mme. 
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2.6.5 Monitoring 

AsseSs ~he r-o le of the monitorin~ depa!" trnent. i n i fil pt'o,· ing the 
L manag·ement con~ro:. :1 :' t h e prog·rammcs: 

Review the c a,p·a:c i -r. ;,t o f the existing m<>nitoring s:;st~m t.o 
ret·rieve facts o n social aJ'ld economic impacts of the 
pro~rrammes and poi nt out the necessa ry irtdicat(>r-s fc r-
analysis; 

2-o.G Resea"J:-c h and Evaluat ion (RED) 

Assess the work performed by the Research and Evalu3.tion 
L Depactment -w ith respec t to programme tar g e t s ·and obj e c tives; 

3 . 0 

Assess the efficiency , effe ctiveness and sus t ai n,.bi l i t:; of all 
secto~al programmes. 

ME'l'liODOLOGY 

3 . 1 Al though the evaluation t e am 1<ill b·e respons ible for the 
select~on of t he eval uation methodo logy , i t is suggested that the 
s tttdy ap-pz.-oach include t he fo.llo\'iing : 

L Review of project reports: 

Annual b udge ts 
Project Document s and Apprais~l report. 
BRAG' s Annual <J.nd quarterly ·pt'O!P'ess l:'epor ts 
Annua l Review Report of 1990 
BRAC Audit Repor~s 

Revi ew report on 'IFPE 
Review report on BRAC's training capacity 
Re vie" ·report on the banking system 
RED' s studies 

Interviews/di.scussions ·..rit.h BRAC Head Office management st>aff, 
Dono r Consortium ~!embers and the DLO ; 

Field work at BRAC area a nd regional o ffices including 
interviews wi th members; 

Interviews/discussions 
Government Departments, 
nece-ssary. 

wi th 
UN 

other o r gan i zations 
.agenc i es, NGOs and 

including 
others as 

3 . 2 After approval of the TORs by the DC, t he teall\ leader 
will be provided with various d<:>cumen t s and c:lata which w-ill a ssist 
the team in s t arting its field work timel y . 

3 . 3 I mme.diately after a rrival of al l team members, there wi ll 
be- a formal b r iefing S·e ss i on wl.th BRAC and the ~!embers of <.he DC. 
Upon compl et i on o f the mission's work the r e will be· a debr i e fing 
session wi t.h BRAC and the DC Members scheduled fo r ~larch l st, 1992, 
at which the Team wil l submiL its draf~ report, anc:l present its 
major findi ngs and recommendat ions. 

7 



L 

3 . ~ Aft.er re<Oeipt and re,·ie-..· of the draft report , and wi t htn 
a t"•o te> three "eel< pe r iod the DC •dll p r <:>v i de t he Team !,eader with 
comments a-"nd r ecommend a t ions \.thlch are lo bE"" La ke n i.n t.o account in 

L the final report. Thf' t e ar. ::c.;icr tdll bt> Tesponsible for 
coordinrtLing t h e lnpn t s f[·om c.:eam members Lo ~·n $ure the- timr-1_:; 
submission of a professic.nal-<Jualitr report. . 

4 . 0 RF.PORTING REQUTRF.HE NTS 

+.1 The ev:1 l uation t e a m will provide a dr,\fl re port of it.s 
findit\g..;, u sing the follo·tving eutline : 

5.0 

StatemP.nt o f findings, conclusions ·and recommenda tions 

Indicate key i ssues for the attention of t he ~nd of p roject 
evaluation in 19 9 4 

The repot· t as such including evidence and analrsis which 
support findings, conclus ions and reco111mendations 

Appendices: inc l ud i ng descript.io·ns of methodologies used t.o 
carry 011t t he stud~·. bibliography, lists of persons/agenc i es 
vi:sit.ed and intervie .-ed, and data. 

TIMING AND LENGTH OF HJSSION 

The mission tdll t ake place in February, 1 9.9 2. The team members are 
expected t;o arrive i n Dhaka on February lst 1 99.2 for a period of 
four wee!<s e xcludin·g t rave l time . During thi s J?eri od they wLll 
carry out t he fi eld t•ork and c omp-lete the draft report . 

6 . 0 LOGISTICS 

6 . 1 Al t.hough the evaluat.ion t eaiD will be respon sible for 
carrying out i t s work programme, the Donor Liaison Office will 
provide assistance on various logistical aspect s· includin-g 

.___ transporLat.ion~ offi ce and secretaria l/support servi ces and 
accommodation . The DLO wi l l also assist in t h e sche dul ing of all 
visits, brie fi ngs and fie ld tr'ips as req u i red. 

7 . 0 TEAM COMPOSITION 

7.1 A.s agreed a t the Donor Consortium Neeting o f Hay and 
November, 1991, the evaluation team wil l consis t. o f a tot.al of 
eight professionals as follows: 

Team Leade r 
Financial Analyst 
Institu tional Spec i a lis t 
Credit/Small Scale Enterp r ise Specialist 
Manage ment and Training Speci.alist 
Educat.i on Spec i a list 
Ge nde r Special ist 
Economic S pecialist 
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7.:! !':ach member, including the team li>ader, ••ill fulfil the 
follo~in~ responsibilities: 

RPview and assess his/her nssigned topic/area nnd complete a 
wr it ::.en report coverins; this t.opic/are,a for inclusion in t.he 
O\'~rn!l r eport; 

genernJ. secti-ons of the reporl through 
i n group me~tings and Lhrous;h written reports ns 

Contribute to 
participati o n 
t"'P.Cjtl ir-e-d; 

7.3 The team leader will require an additional two weeks and 
~il! hnve the following add1tional responsibilities: 

PrPpar£> a draft evaluation workplan and suggested methodology 
pr1or t¢ the arr ival of the team; 

T!w workplan shou ld include, but not be limit.ed to, the 
fo! loh·i ng: 

!>ocumentation requirements 
A list of people to be interviewed 
Data collec tion methods 
Oescript io t1 of how the issues contai ned 1n the TORs will 
be addressed 
Tasks i nvolved in conducting the evaluation and asslcned 
respons ib ility 
Final schedule for completion of tasl;s 

Rc•l~w the evaluation workplan and me~hodology 
~embers and BRAC following consultations •dth 
members; 

Wlth the DC 
other Leam 

Ensure that the TORs are fully addressed and that gender 
issues are covered comprehensively throughout the report; 

Edit the final report ; 

Ensure timely trans•nission of the report to BRAC and the DC 
Hembers. 
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