




















































































































































































































































































































































































































ANNEX 1

TERMS OF REFERENCE



BRAC RURAL DEVELOPMENT PROGRAMME (RDP) IT
AND RURAL CREBIT PROJECT (RCP)

MID-TERM EVALUATION
FROPOSED SCOPE OF WORK

1.0 INTRODUCTION

1.01 BRAC's Rural Development Programme (RDP) II and Rural
Credit Project [RCP} received financial support from a Donor
Consortium (DPC) comprising: NOVIB, 0OBA, NORAD, DANIDA, AKF/CIDA,
3Iba, EZE @and Ford Foundation to continue its programme of
expansiocn. As per the Project Documents signed in Hay, 1990, the
total amount of project Ffunding iz US% 49 million, for the period,
January, 1990 througbh December 1993,

.02 The Menbers of the Doner Consoriium have agreed; in May,

1991, to eliminate the 1981 Annual Review and teo undertake a joint

H:c—term evaluation to review the status of project implementation
nd fo assess BRAC operations.

13 | BACKGROUND

D Eire b | An Annual Review of RDP II and RCP I was conducted in

November 1890. The majority of the recommendations was endorsed by
the DC and BRAC in theareas of financiasl]l reporting and accounting
practices and procedures. Consideration of other recommendations
relating to institution building, the Non-Formal Primary Education
Programme (NFPE) and BRAC's traiming capacity were the subject of
special reviews carried put in February and April 18Y91. In
addition, in November 1991, a financial consuliant was contracted
to conduct a study to review the banking system. This consultancy
is expected to be completed by December 4, 1991 and the findings
will provide additional useful information for the Mid-term
evaluation.

1.2 PURPOSE OF THE MID-TERM EVALUATION

[y
~a
=

The. purpose of the Mid-Term Evaluation is to assess the
effectiveness and efficiency of BRAC in managing the Project,
raview BRAC's rate of expansion and recommend changes in the
expansion strategy, if reguired.

122 It is spacified in paragraph 52 of the Project Document
that a Mid-term evaluation will be carrvied out in the first auarter
of 1992. The main obhjectives of the evaluation are to undertake an
in-depth investigation of the BRAC Bank Project,; assessing its
effectiveness in lending to the poor and financial wviability and,
to evaluate RDP IT and make recommendations for the implementation
of Rb¥ ITT,

3o iRad The evaluation team will review BRAC's performance with
respect to achieving the objectives and specified targets set out
in the Project Document and the Project Appraisal Report dated

April, 1988. The team will ‘assess the extent %o which the
recommendations of the 1990 Anpual Review Mission and the four
sectoral reviews, endorsed by the DC, have been implemented.




; B The Evaluators will review BRAC's plans for the
development of its wvarious programmes and the resulting demands
this will put on their management systems and likely impact on the
programme guality. This will include, but not be limited to, an
assessment of the sustainpability and replicability of BRAC's
approach and comments on possible long-term withdrawal strategies
on the part of the Donors.

1,25 Ta +tha=s |end; Evaluaters will alse revisw BRAC's
perceptions of the political, =social and econemic climate of
Bangladesh, BRAC's ability to identify Lhe needs and capacities of
the rural poor with whom they are working and the developmental
role BRAC sees for itself within the broader community of
Coverament and other NGO's.

1.2.6 Recommendations will be prepared concerning adjustments
in programme plans, including BRAC's targets and goals, felt
necessary to balance economic and social project considerations.

Y.2.7 As stated in paragraph 50 of the Project Document, and as
reguired under individual Donor agreements signed with BRAC, the
objectives of the Mid-Term Evaluation are to:

1) Establish the achievements of each programme over time;

2°) Analyze their achlevements in the context of the original
objectives:

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

4} Make recommendations for the planning of future programmes.

il These four objectives will have to be followed up since
they all play an 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.

SCOPE OF WORK
| o o | The evaluation team will cover, but not be limited to,
the following six major areas:

BRAC Bank Operations and Financial Performance
Income GCenerating Activities & Socio Economic Impact
Management and Training {(staff and VO members)
Orzanization and Institution Building

Gender Specialization

Education and other Support Service Programmes

.32 The evaluation team, as such, will cover these six areas
through eight members appointed by the Donor Consortium. It is
estimated that each mission member will require four weeks in
Banglacdesh, during the month of February, to carry out the
assignment and to complete her/his contributien to the draft
report. The team leader will require an additional two weeks to
coordinate the work and prepare the final report.
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SPECIFIC QUESTIONE TG BE ADBRESSEDR

"FINANCTIAL ANALYSIS AND BRAC BANK OPERATIONS

team will:

Assess the extent to which recommendations from Lthe previgus
Annual Rewiew Mission (18%%0) relating te financial management
practices hawve been implemented;

Review the audit reports, annual financial statements for the
past twa years and evaluate the operations overall
performance; financial viability and soundness:

Prepare financial proajections for the mext +ten years and
determine BRAG's potential for self-sustainability;

Review Donor disbursement procedurss and assess the overall
tEilization of Doper funds for BRDP I and RCP:

Review and analyze the financial reporting; new record keeping
and accountancy control systems of RDP and RCP and make
recommendations for gualitative and gquantitative improvements;

Review the elassification system of long-term loans with
special peference to collective schemes and the efficiency of
BRAC's credit policies;

Analyze BRAC's financial management systems, d.e., how
investment degisions are made and how group members'funds are
and will be utilized;

Review the institutional and legal basis of the RGF and BRAC’s
plans in this regard;

Evaluate the effectiveness of BRAC's management information
s¥stem in relation to the above.

INCOME GENERATING ACTIVITIES & SOCIO-ECONOMIC IMPACT

team w=will-

Examine the portfolio of ecopnomic activities under RDP/RCP
and assess the profitability and viability of these
activities;

Examine +he: actual record repayment of group members
especially with respect to leng-term loan and the economic
impact for group members participating in group activities
compared to individual loan activities:

Examine the economic impact on group members, paving
particular =attention to the impact on women and women's
Croups. Particular attenticon should be paid to whether the
orojects gignificantly improved employment ocpportunities and
income levels for women:



F
Analyze the profile of income sarning activibies with respect

to rural economy development, and assess the rele of BRAC in
transferring new and relevant technology to its members.

& OPERATIONAL PERFORMANCE
i s | Within the context of the expansicon of the programme,
BRAC's performance in providing credit and support services to its
target group will be reviewed. The team members will:
Heview BRAC's achievements with respect to operational and
ph¥sical targets for the period under review;
Assess the effect of the expansion programme of RCP on BRAC's
ability to deliver services to members, the guality of the
services and on branch profitability;
Review the leunding pragramha in the context of loan
disbursement, loan wntilization, losn sStructure (=hori-,
medium— and long-term) and group (collective) loan activities
Compare the performance of males and females in employment and
income generating projects in arefs such oS sccess Lo credit,
lopan purpose & Size and recovery rates:
2 -t MANAGEMENT AND TRAINING
A S | A feneral concern s Enat BRAT maintains a balance
between institutien building (ipecluding area expansion), its
arganizastional managemenl system and programme delivery to its
client group.

Z2.4.2 Assess the impact of the transfer from RDP to RCP on BRAC
staff i.e. their ability to cope with the changes and their need
for Further traiming.,

i SR Within the context of the BRAC expansion programme the
evaluation team will assess the sustainability of BRAC's
institutional capabilities in terms of operating performance (i.e.
grganizaticon, management, Staffing and training). The following
aspects will he addressed: i) overall! manzgement capability; ii)
existing organizational structures at headguarters and at regional,
and area offices) i1ii) staffing activities i.e. recruitment and
promotion policies with special attention on women staff members,
and; iv)} training needs and capacities.

To this end, the team will;
Analyze the auality of the management structure at the field
level and head office with respeci to the rapid expansion in

beth staff and project activities:

Analyze management implications for any additional projects
planned or under discussion, and BRAC's capacity:
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Examine the decisicon-making process and persannel policies,
including performance Feview, .promolions, Staff development
decisians and Eerneral peints such as decenctralisation,
delegation, pParticipsation; supervision and accountabiliss;

Assess BRAC's progress towards providing sgender-sensitive
personnel and sound career planning with partlicular emphasis
on reviewing BRAC's strategies for promoting women withinp the
whole organization in particular the formation and status of
Lthe newly constituted Women Advisory Committee [WAC);

Examine the staffing gituation with réferencs tod the staff
composition, structure, turnover and succession at all levels:

Assess the present training programme in terms of strategy,
methodolowy, impact and relevance bo BRAE's present operating
environment;

Assess the dimpact on the aquality and efficiency of the
training programme |training and brainers) associated with the
increase in the volume of training underway and planned;

Determine the probable demand for in-house training For both
BRAC sLaff and VO menbers, reguirted to falfil BRAC'S programme
targdets;

Assess the adequacy of physical training facilities (existing
and planned) through the end of 1993 [(in terms of coping with
training ¢f an increased number of BRAC staff members, VO
group members, etc.) with respect to programme targets and
objectives; !

IRSTITUTION BUILDIRNG

team will:

Examine the group identification, formation and development
processes and assess the extent to which BRAC covers and
penetirates its target groups and the extent bto which social
mobilization and empowerment of the landless poor continue to
receive high prierity;

Assess the state of maturity and +the process of self-
sustainability of the Village Organizstions {VOs) by reviewing
the sebt of indicators that have been develcoped and point out
any constraints with regard To The formation of streng,
independenlt VOsg;

Review the status of the federation process, its structure and
the rols of the federations in RDP and RCP;

Assess the impact of the institution building activities such
as the monthly-issue meeting, the special meetings and
workshops on the institution building process:
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Examine the survival rates of old groups and factors affecting
the survival :

Examine the social changes generally occurring in the project
aresc [wage lewvels, household income, indebtedness and
migraticnl), and improvements in participatien; Pposition and
status of women;

Assecs the balsarnce between the pursuit of economie and secizal
goals.

B SUPPORT SERVICES PROGRAMMES

.6.1 Non-Formal Primary Education Programme (NFPE)
Review the management and logistical efficlency of the NFPE
Programme and assess whether the rapid expansion will have any
negative impact on the guality of the programme (trough the
end of 1393
For the NFPE programme, review the structure and effieiency ef
the NFPE programme personnel (trainers, Pos, FOs) and identify
any problems/bottlenecks associated with staffing;
Examine and comment on the inter-cycle continuation rates of
the NFPE schaools:

L Rural Enterrrise Project [(REP]
Examine the portfoelio of economic activities under REP and
aszess the profitability and viability of these activibies;

2 Review the experimental projects undertalken by REP and the
marketing capability of the REP and the mechanism for
transfer of technology;

B3 Management and Development Prozramme {(HMDEBE)
Assess the past training performance of MDP and TARC 1in
relation to targets;
Assess the role of MDP in develeping the management capacity
ocf BRAC and nen BRAC's staff,
Assess the efficiency, effectiveness and sustainability of
this programme;

I S Paralegal Programme {(BLP)

Assess the efficiency, effectiveness and sustainability of
this programme.



L Monitoring

Y

Asse
man ment coniral of the programmes)

= ' the role 6f the monitoring department in improvineg the
=

=
&8

Review: the gapacity of the existing monitoring system t
retrieve fHets on social and economic dimpacts of th

programmes’ and point out the oecesSsary ‘indicators fo
analysis;
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Research and Evaluation [ RED)

Assess the work performed by- the Research #nd Evaluation
Department with respect to programme targets ‘and objectives;

Assess the efficiency, efpect1venasb and sustaipability of all
sectoral programmes.,

3.8 METHODOLOGY
3.1 Althouegh the evaluation team will be responsible for the

gselection of the svaluation methodolocsy, it is suggested that the
study approach include the following:

Review of project reports:

- Annual budgets
. Project Documents and Appraisal zeport
BRAC's Annual and guarterly preogress reports
. Annual Beview Report of 1990
« BRAC Auditi Reports
+ Review report on NFPE
Review report on BRAC's training capacity
- Review report on the banking systen
RED's =studies

Interviews/discussions with BRAC Head Office management staff,
Donor Consortium Members and the DLO;

Field work at BRAC area and regional offices including
interviews with members;

Interviews/discussions with wother eoerganizations including
GCovernment Departments, UN agencies, NGOs and others as

NeCesSSary.

3.2 After approval of the TOERs by the DC, the team leader
will be provided with various documents and data which will assist
Lt

he feam in starting its field work timely.

B Immediately after arrival of all team members, there will
be a formal briefing sessicn with BRAC and the Members of the DC.
Upon completion of the mission's work there will be a debriefing
session with BRAC and the DC Members scheduled for March lst, 1992,
at which the Team will submit its draft report, and present its
majer findings and recommendations.
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oo ATter reEcelipt and revisw of the drafk report, and within
a two to three weel pevicod the DC will provide the: Team Leader wit
comments and recommendat ions which are Lo be taken inte account in
the final report. The teas I==der will be responsible for
coordinating the inputs [From team members Lo snsure the timely
submission ef & proféessional-guality report:

a

4.0 REPORTING REQUTREMENTS

1 The evaloation team will provide a dresaft report of its
indings, using the fellowing outline:

e

: Executive summary
Statement of findings, conclusions and recommendations

Indicabte key issucsi for the aittention of the end of project
evaluation In 1994

The report as 'such dmcluding evidence and analysis which
suppert findings, eonclusions and recommendations

Appendices: including descriptions of methodolozgies used to
carry out the study: bibliography, lists of persons/agencies
visited and interviewed; and data.

5.0 TIHING AND LENGTH OF MISSION

The mission will take place in February, 1992. The team members are
expected to :aarriwvwe in Dhaka on February lst 1592 fora peried of
four weeks excluding travel time. During this period they will
carry out the field work and complete the draft report,

5.0 LOGISTICS

2 | Althouzgh the ewaluation team will be responsible for
carrying out its work programme, the Donor Lisisen Office will
provide assistance (e gal various lagistical aspects including
transportatieon;, office and secretarial/=zupport services and
accommocdation. The DLO will alse assist in the scheduling of all
visits, briefings and field trips as required.

7.0 TEAM COMPOSITION

Tt As agreed at the Donor Consortium Meeting of May and
Movember, 1881, the evaluation team will consist eof a tetal of
eight professionals as follows:

Team Leader

Einancial Analyst

Institutional Specialist

Eredit/Small Scale Enterprise Specialist
Management and Training Specialist
Educat.ion Specialist

Gender Specialist

Economic Specialist
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Each member, including the team l=ader, will fulfil the

following responsibilities:

L

[

= L

Review and assess his/her assigned topic/area and complete a
written report covering this topic/area for inclusien in Lhe
ceverall report;

Contribute to 'general sections of the report through
participation in group meetings and throush written reports as
reauirced:

The team leader will require an additional two weeks and
have the following additional responsibilities:

Prepare a draft evaluation workplan and suggested methodology
prior to the arrival of the team;

The workplan should include, but ot be limited to, the
following:

Documentation requirements

A list of prople to be interviewed

Data collection methods

Description of how the issues contained in the TORs will
be addressed

Tasks involved in conducting the evaluation and assigned
responsibility

Final schedule for completion of tasks

Review the evaluation workplan and methodology with the BC

Members and BRAC following consultations with other team
members;

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

Edit the final repoart;

Ensure timely transmission of the report to BRAC and the DC
Members.




