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Terms of Reference  

Consultancy to Undertake an Independent Evidence Diagnostic of two UNICEF Regional Offices  
Research Facilitation & Knowledge Management Unit 

 
 

1. Background 
 
The new UNICEF Strategic Plan (2018-2021) places ‘Evidence as a Driver of Change for Children’ at its heart.  To 
try and unpack what this statement means for UNICEF, in August 2018, UNICEF’s first ever organization-wide 
survey on attitudes to and use of evidence amongst staff and consultants was issued across 190 offices worldwide. 
 
This Evidence Survey, mirrored on similar surveys conducted at the World Bank and at the UK Department for 
International Development (DFID) aimed to identify the strengths and weaknesses of UNICEF as an evidence-
informed organization and what we can do to improve.  This survey was intended to identify an evidence baseline 
at the start of the current Strategic Plan and will be repeated in 2021 to identify endline results regarding changing 
attitudes to and use of evidence across the organization.  
 
The Survey therefore provides a complement to other institutional strengthening activities related to strategic 
use of evidence that are currently underway or have been recently concluded within UNICEF or across the United 
Nations system.   To highlight just a few examples, these include: 
 

 a recent United Nations Joint Inspection Unit (JIU) Report on Knowledge Management in the UN System 
with a resulting UNICEF response underway 

 a JIU review currently underway on Strengthening the policy research uptake in service of the 2030 Agenda 
across the UN system 

 a current UNICEF Division of Human Resources strategic interest in a Professionalism Agenda for UNICEF 
staff 

 an Evidence Plan and a Global Knowledge Management Strategy currently under development by 
UNICEF’s Division of Data, Research and Policy 

 an ongoing UNICEF Enterprise Content Management initiative to improve and update institutional 
information sharing and knowledge management 

 
Evidence Survey Framework 
 
The Evidence Survey asked structured and semi-structured questions around four key pillars of an institutional 
strengthening conceptual framework for improved evidence-informed decision-making at UNICEF.  These were: 
 

(i) Culture and Leadership  
(ii) Skills and Capabilities  
(iii) Structures and Mechanisms  
(iv) Tools and Systems  
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This framework was adapted from a diagnostic framework originally utilized by the Independent Commission on 
Aid Impact’s 2014 review of ‘How DFID Learns’ and drew upon the expertise of senior UNICEF staff across research, 
data, evaluation and knowledge management functions to adapt to UNICEF purposes. 
 
Questions within these four pillars were also designed to cut across the spectrum of evidence generation, 
evidence communication and evidence use.  The Survey provided an opportunity for staff self-assessment of their 
own evidence skills and that of their peers and senior colleagues, validated by an objective and informal ‘quiz’ at 
the end of the Survey. 
 
Evidence Survey Responses and Next Steps 

Over 2000 responses were received to the Survey from UNICEF staff across the organization.  These included staff 
at a wide variety of grades and from across all regions and headquarter units.  Data cleaning and analysis of 
quantitative and initial qualitative responses contained within the Survey has recently been concluded.  Findings 
will be shared back across the organization in January 2019 through a series of webinars.   In addition, in early 
2019, a series of skype -based focus group discussions will be initiated with a sub-sample of the 500+ staff who 
expressed an interest in being kept informed on next steps and who indicated a willingness to participate in 
additional qualitative research to understand and contextualize findings.  These collective findings will result in 
further refining of the qualitative report also feed into development of a UNICEF Evidence Plan which will be 
presented to UNICEF senior management in mid-2019. 

Collectively, it is hoped that these activities will help to provide a clearer picture of UNICEF’s current use of 
evidence in helping to shape our policies and programmes, the current level of staff skills and competencies 
related to use of evidence and ideas on how we can strengthen these, an improved understanding of how we can 
improve the management of information and sharing of knowledge and lessons related to our evidence activities 
at UNICEF and a clear contribution to a vision for the institutional strengthening necessary to make us fit for 
purpose to better position ourselves as a “knowledge broker for children” as more countries gain middle income 
status and our activities move upstream in the SDG era.   Findings and lessons will be shared openly as part of our 
transparency commitments through our membership of the Multi-Donor Partnership on Organizational Learning 
(MDLP). 
 
2. A brief description of the task  
 
The UNICEF Evidence Survey aimed to identify staff self-perceptions about the value and use of evidence in their 
daily activities.  However, it is also valuable to triangulate this with an external assessment of evidence skills and 
capacity at UNICEF.  Whilst this will be impossible to undertake across the entire organization, UNICEF’s Office of 
Research-Innocenti (Innocenti) is seeking a Consultant(s) to help us review and unpack these initial findings in 
more depth within two UNICEF regions (the East and Southern Africa region in partnership with the regional office 
based in Nairobi, Kenya and the South Asia region in partnership with the regional office based in Kathmandu, 
Nepal).   The purpose of this consultancy will be to take the relevant regional findings from the global survey, to 
host a regional workshop to unpack the findings further, to conduct additional Skype interviews with relevant 
country offices and to ultimately develop two tailored regional evidence and organizational learning plans in 
collaboration with evidence and knowledge management specialists based within these two regional offices.   

To ensure coherence with the global work, the Consultant will also be expected to participate in a kick-off meeting 
in Florence, Italy with staff leading the global survey analysis and next steps in order to co-design and ensure 
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coherence between the ongoing global work and the regional workshops and contextualization.  The Consultant 
(s) will be free to propose the organizational learning framework or methodology which they consider to be the 
most effective for the task required in their proposal (subject to final approval by UNICEF and building upon the 
framework of the initial survey) 

 
3. Objective(s): 

 
The objectives of the Consultancy are to:  
 

(i) Participate in an inception workshop with a core internal UNICEF team to design and undertake skype-
based focus group discussions and further semi-structured interviews as necessary to further unpack 
the initial global findings of the UNICEF Evidence Survey and ensure consistency with the planned 
regional contextualization work. 

(ii) Design and deliver two regional workshops for stakeholders who are interested in working more 
intensively on evidence use to follow up on the issues raised in the global-level processes and 
contextualize next steps across the two pilot regions. 

(iii) Develop an in-depth systematic diagnosis of the regional office’s capability to inform policy and 
programming with evidence and knowledge.  

(iv) Working with the regional offices, co-develop a change plan including strategies for addressing 
issues identified in the diagnosis, consideration of available capacities and resources, the potential 
contribution of adaptive learning approaches and the support of internal evidence champions  

(v) Jointly monitor the progress and results to improve organizational learning and evidence-informed 
decision-making throughout the region over the following 6 months. 

 
4. Specific activities to be completed to achieve the objectives: 

 
4.1 Phases 
 
Phase I: This phase will include project set-up and appointment of a Consultant as well as initial review of the 
UNICEF global evidence survey findings.  It will also involve consultation with the core Evidence Survey team at 
UNICEF in order to agree on a methodology for further focus group discussions and semi-structured interviews.  
This should be discussed and agreed at an initial one-day planning and definition workshop with Innocenti staff in 
Florence, Italy where a timeline for the Consultancy will be developed and agreed. Roles and responsibilities of 
the Consultant(s) and Innocenti will also be defined.  This phase will also involve co-delivery of regional-level 
Skype-based focus group discussions alongside Innocenti and regional office focal points for all seven UNICEF 
regions plus one headquarters-focused session.  Finally, up to 30 additional Skype-based individual semi-
structured interviews with self-nominated staff in the two pilot regions (15 per region) should be conducted in 
collaboration with the regional office focal point for this work.  This will feed into design of the two regional 
workshops to be held in phase two of this project.  (Months one, two and three) 
 
Phase II: This phase will involve design and delivery of two regional level workshops to further contextualize 
Evidence Survey findings.  It will also involve development of a systematic diagnosis for two regions and drafting 
of an initial regional organizational change plan and accompanying monitoring strategy for consultation and sign-
off by the respective Regional Directors.  Ongoing consultation with UNICEF headquarters staff will also be 
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necessary in order to ensure harmonization with recommendations made in the global Evidence Plan and to feed 
in examples of good practice emerging at regional level. (Months four, five, six and seven) 
 
Phase III: This phase will involve working with focal points in the two identified regions as well as with staff at the 
Office of Research-Innocenti to implement and monitor the progress and results to improve organizational 
learning and evidence-informed decision-making throughout the region over the following six months.  Lesson-
learning arising from both early successes and ongoing challenges should be documented in a final technical 
report in order to facilitate potential scaling up to other regions and to feed into the global Evidence Plan.  Four 
webinars- one for each region and a further two at the global level will also be required to present the findings to 
UNICEF staff.  The potential for further dissemination of findings, lessons and wider application within and beyond 
UNICEF will be explored as part of this phase (Months eight to eleven) 
 
 
4.2 The likely audience 
 
The likely audience for this work is UNICEF senior staff at the global and regional level who are striving to ensure 
that UNICEF delivers on the change strategy of “Evidence as a Driver of Change for Children” in the current 
Strategic Plan (2018-2021).  It is also likely to be of broader interest to those organizations and donors who are 
striving to enhance the field of evidence-informed policymaking and organizational learning including adaptive 
learning. 
 
 
5. Specific Deliverables and Timeline: 
 
5.1 Deliverables  

 
The Consultant is to deliver eight outputs: 
 
i. Review of UNICEF’s global Evidence Survey findings and participation in an inception workshop for 

co-design of the workplan and allocation of roles and responsibilities with UNICEF staff to be held at 
the UNICEF Office of Research-Innocenti premises in Florence, Italy in the week of 28th January 2019.   
Production of a brief workshop report outlining the agreed co-design methodology, roles and 
responsibilities of partners and timeline produced by 8th February 2019 and signed off by UNICEF HQ 
and two regional offices by 22nd February 2019. 

ii. Co-delivery of regional-level Skype-based focus group discussions alongside Innocenti and regional 
office focal points for all seven UNICEF regions plus one headquarters-focused session by 28th 
February 2019 

iii. Conducting up to 30 additional Skype-based individual semi-structured interviews with self-
nominated staff in the two pilot regions (15 per region) in collaboration with the regional office focal 
point for this work by 29th March 2019.   

iv. Design and delivery of two regional level workshops to further contextualize Evidence Survey findings 
to be held in Nairobi, Kenya and Kathmandu, Nepal by 28th June 2019 

v. Production of a systematic diagnosis for two regions and drafting of two initial regional organizational 
change plans and accompanying monitoring strategy for consultation and sign-off by the respective 
Regional Directors by 31st July 2019 
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vi. Supporting and monitoring ongoing progress in the two pilot regions over the following three months 
in collaboration with the regional focal point by 31st October 2019.   

vii. Documentation of lesson-learning, both positive and negative in a final technical report to include the 
original process and methodology by 31st October 2019.  

viii. Delivery of four Skype-based webinars to feedback findings (one per focal region and two at the global 
level) by 22nd November 2019. 

 
 

 
5.2 Indicative Project timeline 

 
Consultancy advertised on Innocenti websites Advertisement issued on Thursday 6th 

December 2018 with deadline for applications 
including CV and short proposal of Wednesday 
19th December 2018 

Proposal review and Consultant contracting  by Friday 21st December 2018 
Consultant initial review of UNICEF Evidence Survey 
findings and Innocenti workshop planning 

21st December 2018- 25th January 2019  

One-day planning and definition inception workshop with 
UNICEF-Innocenti staff and other key stakeholders at 
UNICEF Office of Research-Innocenti premises in Florence, 
Italy 

 Week of 28th January 2019  

Production of a brief workshop report outlining the agreed 
co-design methodology, roles and responsibilities of 
partners and timeline.  

First draft of report by 8th February 2019, 
feedback by 15th February 2019, edits 
incorporated and final version produced by 22nd 
February 2019 

Co-delivery of regional-level Skype-based focus group 
discussions alongside Innocenti and regional office focal 
points for all seven UNICEF regions plus one headquarters-
focused session. 

By 28th February 2019 

Conducting up to 30 additional Skype-based individual 
semi-structured interviews with self-nominated staff in the 
two pilot regions (15 per region) in collaboration with the 
regional office focal point for this work. 

By 29th March 2019 

Invoice I (End of Phase I ) 1st April 2019 
Design and delivery of South Asia regional workshop to 
further contextualize Evidence Survey findings to be held 
in Kathmandu, Nepal  

By 30th April 2019 

Production of a systematic diagnosis for ESA region and 
drafting of an initial regional organizational change plans 
and accompanying monitoring strategy for consultation 
and sign-off by the ESA Regional Director 

By 31st May 2019 

Design and delivery of East and Southern Africa regional 
workshop to further contextualize Evidence Survey 
findings to be held in Nairobi, Kenya. 

By 28th June 2019 



Page 6 of 8 

Production of a systematic diagnosis for SA region and 
drafting of an initial regional organizational change plans 
and accompanying monitoring strategy for consultation 
and sign-off by the relevant Regional Director 

By 31st July 2019 

Invoice II (End of Phase II) 2nd August 2019 
Supporting and monitoring ongoing progress in the two 
pilot regions in collaboration with the regional focal point 

31st October 2019  

Documentation of lesson-learning, both positive and 
negative in a final technical report to include the original 
process and methodology 

31st October 2019  

Delivery of four Skype-based one-hour webinars to 
feedback findings (one per focal region and two at the 
global level) 

By 22nd November 2019 

Invoice III (End of Phase III) 29th November 2019 
Contract finalized 3rd December 2019 

* Deadlines are indicative and may change upon agreement between the Consultant and UNICEF, particularly 
for fieldwork.   
 
This Consultancy is Open to Institutional Consultants  
 
5.3 Roles and responsibilities of the Consultant (s) 
 
The Consultant is responsible for meeting all deliverables outlined in section 5.1 on time. All work must follow the 
highest academic standards for research rigor, referencing, and citation. Under no circumstances can the 
Consultant engage in plagiarism or breaches of copyright law. However, where legal opportunity to build on good 
quality work exists, the Consultant may do so provided that permission is granted from the copyright owner and 
the original work is appropriately referenced. References in the summary report and any other written material 
should be inserted as footnotes and follow formatting instructions outlined in the UNICEF Style Guide.  
 
The Consultant must also ensure that all reports and publications produced during the collaboration are factually 
correct and that all hyperlinks are active and accurate. 
 
The Consultant must meet all deliverable deadlines unless otherwise agreed with UNICEF. Should the Consultant 
not be able to meet a particular deadline they must advise UNICEF in writing at least one week in advance.  
 
The Consultant must respond to all deliverable related questions by UNICEF within one week. 
 
 
6. Qualifications and/or specialized knowledge/experience required and desirable for undertaking the 

assignment 
 
This consultancy is open to Institutional Consultants, throughout this document referred to as “The Consultant”.   
 
Essential requirements: 
 
Team Leader 
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 PhD/doctorate or equivalent (in terms of qualifications or experience) in the social sciences, public policy, 
child rights, organizational learning, knowledge management, change management or another technical 
field relevant to this collaboration. 

 At least 10 years of professional experience in mixed methods social research, knowledge management, 
organizational learning and capacity-building 

 Demonstrated experience in developing and utilizing tools and systems for organizational learning and 
knowledge management and in building a culture of evidence within organizations 

 Led or co-authored peer-reviewed journal publications- for examples in organizational learning, 
knowledge brokering and/or evidence-informed decision-making. 

 Demonstrated understanding of the particular challenges and complexity in developing systems and 
processes to facilitate organizational change 

 Demonstrated understanding of the barriers and facilitators to the use of evidence in decision-making for 
policy and practice. 

 Demonstrated ability to communicate complex issues to a lay audience. 
 Demonstrated understanding of conducting research or capacity-building activities in low- and middle-

income countries. 
 Excellent English oral and writing skills. 

 
Other Team Members 

 Understanding of child rights according to the UN Convention on the Rights of the Child 
 Understanding of the emerging body of research evidence related to evidence-informed decision-making, 

organizational change and adaptive learning 
 Experience of conducting capacity-building activities in low and middle- income countries 
 Experience of assessing the efficacy or organizational change and knowledge management activities 
 Experience of working with the United Nations or with other international organizations. 
 Knowledge of a second UN language would be an advantage 

 
 
7. Duration of the contract 
 
This contract is to commence on 21st December 2018 and will expire on 3rd December 2019 (11.5 months) 
 
 
8. Work arrangements 
 
The Consultant’s key contact will be Kerry Albright, Chief, Research Facilitation and Knowledge Management Unit 
at Innocenti. Relevant staff from UNICEF Heaquarters, Regional and Country Offices will be consulted throughout 
the process and review the deliverables.  
 
The Consultant is to direct all queries, ideas, drafts and other deliverables to Ms Albright, who will share them 
with colleagues at the Office of Research - Innocenti and other UNICEF colleagues. 
 
Communication with UNICEF’s Office of Research-Innocenti is to take place over email, the phone or Skype. The 
Consultant is to deliver all deliverables electronically, via email to kalbright@unicef.org. The Consultant is to 
participate in teleconferences as requested by UNICEF’s Office of Research-Innocenti .  No budget will be allocated 
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to the Consultant for telephone calls or internet usage. However, Innocenti will initiate telephone calls and 
teleconferences whenever possible. 
 
The Consultant is free to work from a location of their choice so long as all deliverables are delivered on time. A 
two day visit to the UNICEF Office of Research-Innocenti, based in Florence Italy and two one-week field visits to 
Nairobi, Kenya and Kathmandu, Nepal should be included and costed in this contract. 
 
9. Payment Schedule 
 
The Consultant/Institution will be paid by UNICEF in three installments. The first instalment will be equivalent to 
approximately 30% of the total UNICEF contract amount, the second will be equivalent to approximately 40% of 
the total UNICEF contract amount and the third will be equivalent to approximately 30% of the total UNICEF 
contract amount. Each invoice will be paid upon the successful and timely completion of the deliverables outlined 
above as agreed by UNICEF. 
 
The Consultant/Institution must send an invoice for each installment via email to Kerry Albright made out to: 
 

Ms. Kerry Albright 
Chief, Research Facilitation and Knowledge Management Unit 
UNICEF Office of Research - Innocenti  
Piazza SS Annunziata, 12 
50122 Florence, Italy   
Ph: +39 055 20 33 350 

 
Invoice Date  Amount Product or deliverable 
UNICEF 
Invoice I 

1st April 2019 First installment- 
approximately 30% of 
total contract amount 

Initial review of UNICEF Evidence Survey 
findings; participation in one-day planning and 
inception workshop in Florence, Italy; 
production of a workshop report; co-design and 
delivery of Skype-based focus group discussions; 
conducting up to 30 additional Skype-based 
individual semi-structured interviews in the two 
pilot regions 

UNICEF 
Invoice II 

2nd August 
2019 

Second installment- 
approximately 40% of 
the total contract 
amount 

Design and delivery of two regional workshops 
to further contextualize Evidence Survey 
findings; production of two systematic regional 
diagnoses, drafting of two regional 
organizational change plans and accompanying 
monitoring strategies 

UNICEF 
Invoice III 

29th 
November 
2019 

Third installment- 
approximately 30% of 
the total contract 
amount 

Supporting and monitoring ongoing progress in 
the two pilot regions; documentation of lesson-
learning, both positive and negative in a final 
technical report; delivery of four Skype-based 
one-hour webinars to feedback findings 

 
 


