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1. Purpose and applicability

Purpose
1. The purpose of this policy is to set out the procedures to be followed in OED for the hiring of consultants.
Applicability
2. The set of policies described herein applies to all consultants hired as evaluators and researchers to work on specific evaluations.

3. It generally excludes the consultants hired as staff capacity replacement in the function of evaluation managers or other specialists (e.g. editors). Nevertheless the principles of conducting open, broad-based and timely search and transparent and competitive selection process apply to them as well.

4. For consultants hired in an advisory function (Box 1), such as expert panel members or external reviewers, the policies are applied with a more limited scope as explained in each section below. The difference of this group of consultants to evaluators is that they act passively in response to the request to provide advice or review a draft document and do not engage in the production of the primary data, an original research or an assessment for the purpose of evaluation. 

2. Policies
A. Open, broad-based and timely search for consultants 
5. As per FAO guidelines
, when identifying consultants “efforts should be made to draw from the widest possible geographic basis”. Evaluation managers are thus required to advertise the assignments extensively, including through:

· global, regional or local networks of evaluators and/or subject matter experts;
· development jobs websites;
· local newspapers, especially to find national/regional consultants; and
· rosters of FAO and other UN agencies.

6. A list of networks and other advertising resources is provided in appendix 1. Evaluation managers are also invited to make use of the OED roster. 

7. Calls for expression of interest for assignments should be prepared at an early stage of the evaluation, based on the broad methodology
, since this will allow timely identification of consultants. An example of a call for expressions of interest is provided in appendix 2.

8. For consultants in an advisory capacity, the media of advertisement could be considerably narrower, for instance, limited to the network of the subject matter experts. 
Box 1. Advisors and expert panel members
	Evaluation managers may choose to enlist an external advisor or establish an expert panel to support them on technical aspects of evaluations, either on evaluation methodology or on the subject matter of evaluation. Such support can be sought for defining the scope and methodology of evaluation and/or for reviewing the technical accuracy or plausibility of findings. Generally, advisors or expert panel members should offer their services on a pro bono basis, and not as hired consultants. This is particularly the case when the advisor or the expert panel member has a full time position in a public institution (e.g. a UN agency). 
However, in some cases, such as with some academic or research institutions, it is required or customary to receive some honorarium for the service of their members. In such cases, the evaluation manager should carefully control the level of honorarium because, unlike evaluators, their services are not linked to controlled deliverables (e.g. there is no quality control for expressing professional opinions or providing comments). Further, OED may set an upper-limit to the level of honorarium for such cases*.
*Currently, it is set at maximum USD 1,000 for one time review of a draft report, and USD 1,500 for more involvement. Travel and DSA, if applicable, are provided separately.  


B. Avoidance of potential conflict of interest

9. A conflict of interest in consultant recruitment could be defined as a situation in which, because of the person’s work history or possibilities for future contracts, or because of the person’s professional opinion or social/economic interest
, the consultant may find himself/herself in a position to provide subjective analysis in order to obtain undue benefits for himself/herself or affiliates, with a potential or actual bias in favour of (or against) the interests of the evaluand (i.e. the manager of the programme/project to be evaluated). 

10. In case of OED, the most salient cases are those in which consultants could: (a) influence the evaluation methods
, analysis or recommendations so that they are consistent with views previously stated by themselves; or (b) artificially create favourable conditions for consideration in a downstream assignment or other engagement with the evaluand.

11. As a rule, evaluation managers should not assign consultants to the evaluation of a project or country, regional or global programmes in which they have had prior involvement in the design, implementation or decision-making. Similarly, evaluation managers should avoid recruiting consultants that have been referred to by those whose work is evaluated, or those who share a strong interest with them. In case the evaluation manger cannot find an appropriate consultant other than those referred to by those whose work is to be evaluated, the evaluation manager must show evidence that an extensive search was made through other channels and that the consultant in question does not have a potential conflict of interest regarding the evaluation. 

12. The potential conflict of interest can occur regardless of the person’s professional integrity or the actual behaviour during the evaluation. 

13. In case the evaluation manager wishes to enlist the service of an expert with a potential conflict of interest, it should only be in an advisory capacity (Box 1) and should not be as an evaluator.
C. Appropriate team composition
14. When composing an evaluation team, the evaluation manager is requested to collectively achieve an appropriate combination of team members in terms of expertise, gender and nationality. 

15. In case of country-level evaluations (including country programme and major country-level project evaluations), priority should be given to hiring national consultants
; if not available, regional consultants. This implies that a reasonable effort should be made to identify qualified national (regional) consultants before extending the search globally.
 The use of national academic or research institutions is another possibility to explore.

16. For country case studies of thematic evaluations, if there is no strong reason to use thematic experts
, the possibility of using national (regional) consultants or institutions should be explored. 

17. For thematic and other global level evaluations, an effort should be made to achieve a reasonable geographical balance.

18. In all cases, an acceptable level of gender balance should be achieved based on the context of the evaluation.
Box 2. National consultants
	There are several advantages of using national consultants. First, they often have contextual knowledge that cannot be easily acquired by non-nationals. Secondly, they can use their own resources and networks to gain access to information sources. Thirdly, they can collect field data in a more flexible manner over a longer time span than international consultants whose field work is usually limited to their mission periods. Finally, the use of national consultants can be cost-effective especially if a substantive portion of work takes place in their home base where no DSA is needed.
The disadvantage includes the higher risk of national consultants having an opinion on the issue at hand and hence tending to provide a biased view, or working relationship with the office under evaluation. This constitutes a potential conflict of interest.


D. Transparent and competitive selection process
19. Evaluation managers must ensure that the recruitment process follows the above policies and has an auditable record. In this regard, a recruitment memo with the following information must be submitted for approval: 

i. The process followed, including the search methods used and the number of applicants through each method of search

ii. The scoring matrix of candidates considered
iii. The selected candidates and alternates, with clear justification and the possible assignment for each candidate 
iv. A brief profile of the selected candidates and alternates.
20. Selection based only on referrals is not acceptable except for those in the advisory role (Box 1). An example of a recruitment memo is provided in appendix 4. 
21. The scoring matrix should include, in addition to the ratings according to the qualifications as per the advertisement/terms-of-reference, basic information like name, gender, nationality and the consultant fee proposed, 
22. For consultants in an advisory capacity, the evaluation manager may wish to identify them through a targeted search, and hence it is not always necessary to submit the selection matrix.
E. Clear assignment against the methodology
23. Evaluation managers should ensure that consultant assignments are clearly and logically linked to an evaluation’s methodology. A consultant can be, for instance, responsible for leading the assessment of a particular aspect (e.g. assessment of capacity development), for assessing a specific programme component, or for a specific part of the methodology (e.g. a case study). A consultant may also be assigned to support the evaluation manager in various stages of evaluation, for instance, in designing the methodology, in coordinating the data collection or in rendering the draft report. The consultant’s ToR should clearly articulate the assignments as above and as the associated deliverables for those assignments. 

24. It is necessary to make it clear in the consultant’s ToR that payments will be made on the basis of deliverables. In principle, adjustment to the remuneration will not be accepted unless there is a clear addition or subtraction of deliverables (or the quantity of deliverables).
  An example of a ToR for an evaluation consultant is provided in appendix 5.

25. At the initial stage when preparing announcements/calls for expression of interest in search of consultants, the evaluation manager may wish to define the assignments more broadly so as to allow him/her to select the best combination of consultants to allocate different assignments.

3. Steps for the recruitment process
26. Below, in rough chronological order, are the main steps for the recruitment process for OED consultants. Evaluation managers are requested to follow these steps to the extent possible, and are encouraged to have informal consultations with the OED Director and other colleagues before formally sending a recruitment memo.
i. Define the needs for external expertise based on the broad methodology.
ii. Develop the announcement/call for expressions of interest
.
iii. Advertise and collect references through appropriate networks and rosters, and other sources.
iv. Prepare the long list of candidates by undertaking an initial desk review of applicants and taking out those who were short on qualifications.
v. Prepare the short list of candidates through assessment of CVs, using the scoring matrix.
vi. Interview short-listed candidates and conduct reference and background checks.
vii. Prepare the recruitment memo with all the necessary information and attachments.

viii. Prepare ToR for the consultant
 once selection is approved. 
Appendices

Appendix 1. Networks and other advertising resources

Below is the list of networks that evaluation managers could consider circulating the call for expression of interest. The list is for reference; the manager can use other networks and advertisement methods as appropriate.

· UNEG network

· UN Rome-based agencies networks

· AfREA

· AidJobs

· ALNAP

· Canadian Evaluation Society 

· Developmentaid.org

· Devex

· DevNet Jobs

· Eldis

· European Evaluation Society 

· Idealist

· Jobs4Development

· KM4Dev

· MandE

· Pelican Initiative platform

· Prevention Web

· ReLAC

· Regional Platform for Evaluation Capacity Building in Latinamerica and the Caribbean 

· ReliefWeb

Appendix 2. Example of a call for expressions of interest

Evaluation of …
Call for expression of interest – evaluation team members
The FAO Office of Evaluation (OED) is seeking expressions of interest (EOIs) from qualified individuals to conduct the evaluation of …. The full terms of reference (TOR) for the evaluation will be provided to those shortlisted for the assignment.
Background and purpose
Over 15 years, FAO has been engaging in ….   
FAO Office of Evaluation will conduct an evaluation of ….  The evaluation aims to …
The evaluation will be undertaken in … components. The assessment at the strategic level will be conducted mainly through documentary analyses and key stakeholder interviews. The assessment of results achieved at the field level will be … The evaluation team members will be assigned to one or more components.
Timetable and travel requirements
The evaluation should take place in the period … with the final report delivered in … 

The main phase of evaluation will start in … at … All the team members are expected to join the initial planning week in which methodology is further elaborated and concrete plan of actions developed. … Team members responsible for case studies are expected to travel to countries assigned, and compete them by …  All team members are expected to join the data analysis and feedback sessions planned  in … at … The first integrated draft by the team is expected to be completed by …. 
Composition and profile of the evaluation team 
The evaluation will be conducted by a multidisciplinary team led by the OED evaluation manager. OED is presently seeking 3-4 senior experts with significant evaluation and professional experience in the UN system, and competence and expertise in one or more of the following areas: 

· …

· … 

Team members should not have been involved in the design or implementation of FAO work concerned, and will be required to sign a conflict of interest declaration. Female candidates are strongly encouraged to apply. 
Essential qualifications of experts 
· Postgraduate degree in relevant areas of social sciences (economics, sociology, education, statistics, information management, etc.)
· At least 15 years of relevant and proven experience at international level in their fields of expertise
· Excellent writing and verbal communication skills
· Previous experience in conducting/taking part in independent evaluations. 

The working language will be English. Knowledge of … is desirable. 

Application process 
Interested candidates should send their application by {date}, to the email address: Opportunities-Eval@fao.org. Please specify "Evaluation of …" in the email subject line. Applications should include a detailed Curriculum Vitae containing: 

· Information on sex, age, current residence and nationality; 

· Expected daily fee rate (exclusive of expenses); and, 

· Availability between … and …. 

Potential candidates will be contacted for interviews and requested to complete their online profile in the FAO iRecruitment platform: 
http://www.fao.org/employment/irecruitment-access/en/
Appendix 3. Example of a recruitment memo 

To: 

[Name], OED Director






Date: [Date]

From:
[Name], Evaluation Manager

Subject:
Recruitment of consultants for the …
Selection process

Following an initial discussion within OED on the approach of this evaluation, a call for expression of interest for team members was developed and posted on OED website and distributed through … different professional networks targeting … (see the list below) from … to …. As a part of this process, potential experts were also identified from the OED roster and invited to apply to the call. In total, we received … applications, out of which … candidates were long-listed because they met the essential qualifications outlined in the call. 
An initial assessment of the CVs of long-listed candidates was conducted separately by the evaluation manager and the associate evaluation manager, based on the qualifications laid out in the call. The results were compared to arrive at the final scores (see the scoring matrix attached). From this exercise, the top six candidates were identified for the short list. The CVs of the short-listed candidates are available at ….  
The short-listed candidates were interviewed on … to further examine their experience and competencies. The interview records are available at …. This led to the identification of four experts (see below) whose technical expertise, availability and financial demands were found to be consistent, in combination, a skill-mix required for the evaluation. Gender and geographical balance was also taken into account during this process as seen in the candidates proposed.
i. Proposed candidates

[Name] (Proposed candidate for …): She has extensive experience in evaluations of …. She has recently led an evaluation of …, and previously … She showed in the interview that …. She is therefore considered as the best candidate to take responsibility for …. 

[Name] (Proposed candidate for …): …  
ii. Alternative candidates


In case a proposed candidate becomes unavailable for any reason, it is proposed to consider the following candidates. 
[Name] (Alternate for …): She has an extensive experience in … and recently led an evaluation of … In the interview … She was hence considered fully qualified but not the first choice for …. 

[Name] (Alternate for …): …  

Attachments (available at …)
· Call for the expression of interest

· List of networks advertised

· Scoring matrix of long-listed candidates

· CVs of short-listed candidates

· Interview records of the short-listed candidates
Appendix 4. Sample terms of reference for consultants

Terms of reference (ToR) for consultants
Minimum number of years of relevant experience required:  
12+yrs
	Name:   
[Name]

	Job title: 
Evaluation expert in …

	Division/Department: 
OEDD

	Programme/project number:
	[Name of the evaluation/project number]

	Location: 
[headquarters/country/various locations]

	Expected start date of assignment:   [EOD]        
Duration: [NTE, number of days] 

	Reports to:  Name:  [Name] 
Title:     [Evaluation Manager]

	

	General description of task(s) and objectives to be achieved

	Under the guidance of the Evaluation Manager, the consultant will contribute to the evaluation of …  His/her mandate is derived from and must fully comply with the overall Terms of Reference for the evaluation. In particular, s/he will cover the analysis of …, while contributing to the overall work of the evaluation team. S/he reports to the Evaluation Manager.

Specific responsibilities include:  (list as appropriate):

· In line with the Terms of Reference for the evaluation and following the plan developed by the evaluation team, …
· …
· Conduct the assessment of …. through …

· Provide inputs to …

Deliver articulate and written inputs on the specific areas of assessment, as per the overall ToR, in all deliverables including: debriefing sessions; final draft report according to specifications provided in the ToRs and integrating comments and suggestions received during the stakeholder meetings, and after circulation to OED, FAO and other stakeholders, as appropriate; support the Evaluation Manager in finalizing the report as may be required.

	Key performance indicators

	Expected deliverables:
	Required completion date:

	List key expected deliverables of the evaluation team member’s work and number of days allocated to produce each deliverable: 

a) Preparation work and development of evaluation tools, XX days
b) First draft of the report for OED review, XX days
c) Second draft of the report for stakeholder review, XX days
d) Final draft of the report to be submitted to OED for clearance, XX days
Partial payments of honorarium corresponding to the estimated number of days worked will be authorized upon receipt of deliverables with an acceptable quality.
	a) By [month and year]

b) By [month and year]

c) By [month and year]

d) By [month and year]




�The term ‘an evaluator’ in this document includes a consultant whose job title may be an expert but whose assignment includes an act of evaluation.


�Refer to the “Guidelines for the employment of International Consultants under MS 317 and Subscribers to PSA under 319”


�At this stage, the methodology may be still tentative and to be further elaborated or revised. Still, the evaluation manager should have a broad idea on what the consultants should be engaged in the methodological context.


�For instance, an evaluator may be a member of an NGO which would clearly benefit from the evaluation making certain recommendations.


�For instance, an evaluator could conduct interviews or record interview results in a way that creates a bias towards his/her personal opinion or interest.


�The term ‘national consultants’ here refers to those who have qualities described in Box 2, which may not necessarily mean those who have legal nationality of the country.


�If the timeframe for evaluation is limited and the national evaluation capacity is generally known to be insufficient, consultants could be searched globally at the same time the national consultants were searched.


�This depends on such factors as the technical nature of the subject matter, the purpose of case studies, and the cost.


�There may be justifiable exceptions, for instance, when a mission has been extended for reasons outside the control of the evaluation manager or the consultant.


�At this stage, assignments described in the announcement can be broad enough to cover the needs to be filled by a combination of consultants.


�In case a lead evaluator is to be hired to support the evaluation manager in defining the evaluation’s scope and approach, he or she must be an evaluation expert (i.e. not a subject matter expert without evaluation skills)





