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Scope of Work, Program Consultant
Firm or Individual:	Firm
Program:                	Mercy Corps AgriFin Accelerate
Scope of Project:  	Final Ecosystem Impact Review and Program Evaluation
Country:                	Kenya, Tanzania, Zambia
From:                     	August 2020
To:  	                    	January 2021
Task Manager:      	Collins Marita, Director for Research and Impact Assessment
 
Mercy Corps AgriFin: End Term Evaluation Scope of Work                              
Mercy Corps’ mission is to alleviate suffering, poverty and oppression by helping people build secure, productive and just communities. The AgriFin Accelerate (AFA) program is a six year, USD 24.7 million program of Mercy Corps, supported by The MasterCard Foundation.
 
The core problem AgriFin Accelerate seeks to address is the inclusion gap for smallholder farmers (SHF) who lack access to affordable, accessible, demand-driven financial products and services that drive higher productivity and income for farm families.
 
Drawing on Mercy Corps’ experience implementing the AgriFin Mobile program and years of work in the agriculture, finance and ICT sectors, AgriFin Accelerate will support the expansion of digital financial services (DFS) to one million farmers in Sub-Saharan Africa (SSA) over six years, delivered by growing ecosystems of diverse service providers. AgriFin Accelerate’s primary target group is unbanked smallholder farmers living on less than $2 per day in Kenya, Tanzania and Zambia.
 
Three outcomes will contribute to the achievement of this goal:
· Outcome 1: Market actors expand, improve and continue to offer high-impact DFS products and services that are tailored to address the expressed needs of SHFs;
· Outcome 2: Farmers increase capability to access and utilize demand-driven, high impact technology-enabled financial products and services relevant to SHFs;
· Outcome 3: Ecosystems around both supplier and farmers emerge supporting provision of digital financial and informational services to SHFs that are used at scale.

The core activity of this program is to build technical partnerships among high quality service providers to reach smallholder farmers with critical products and services through mobile and other digital channels, using a rapid prototyping and iterative design approach. These providers encompass a wide range of institutional types, including banks, agricultural extension providers, farmer associations, MFIs, mobile network operators and others. A key element of the program is the ability to create viable business models and necessary technical interfaces between partners to build “bundles” of services for farmers on unified platforms, therefore building the relevance and value proposition of mobile-based services to promote mass uptake.   This activity is kicked off with in depth ecosystem research and ongoing research in the forms of annual farmer benchmarks and focuses on four areas for innovation:
1. Products and services for farmers;
2. Delivery channels to reach farmers;
3. Incorporation and support for technology companies working to disrupt agriculture and serve farmers; and
4. Use cases of alternative data to support farmer access to services.  The program has 4-5 prioritized value chains in each country, but has also worked in alternate agricultural Value Chains.  
The second activity area addresses barriers to effective adoption of services where farmers lack knowledge and capability to utilize new technology, products, services and channels. DFS providers typically struggle with a lack of proven, effective tools, channels and viable models to build SHF capacity. This activity is supported by initial ecosystem research and annual farmer benchmark studies in each country and has had a special emphasis on reaching women and youth farmers through the AFA Digital Farmer Capability Lab based in the Hub office in Nairobi. The Lab, which ran from 2015 to 2018, targeted qualified partners and worked with them to develop and test SHF capability tools and sustainable delivery approaches linked to ongoing product and channel development activities from Output 1, establishing proof points around impact for SHF and viability for providers.  

The third activity relates to use of program learning to drive ecosystem growth. Market ecosystem actors and the development community lack sufficient information, proven products and tools, and effective partnership models to successfully provide digital financial services to farmers. The program is designed to serve as a public information resource related to digitally-enabled services for smallholder farmers, sharing program research, impact evaluations, tools and project engagement learning, as well as convening stakeholders and disseminating lessons learned through newsletters, a dedicated website and social media. Following the learning agenda, the program seeks to contribute toward the development of good practice and practical tools to develop mobile-enabled services for SHF. 
 
The AFA program launched in March 2015 in Kenya with a phased approach to opening new country programming, allowing for the Kenya hub office to establish the model and core matrix team meant to serve all three countries over the life of the program. Program outreach targets include the lead indicator to support expanded provision of DFS services to 1 million smallholder farmers (SHF) for the program over the six-year program span with Kenya at 500,000 SHF, Tanzania at 350,000 SHF & Zambia at 150,000, linked to rollout of country programming and maturity of ecosystem partners around DFS smallholders.  We work to achieve this target by working with carefully selected partners and implementing joint “innovation” engagements on a cost-share basis to promote farmer-centric solution development, prototyping, testing and scale.
 
Initial ecosystem evaluations are conducted to kick off each country program, providing strategic direction for our technical approach and partnership strategies.  The Kenya ecosystem study was completed by July 2015 and first engagements were launched in August 2015. The Tanzania ecosystem study was completed by February 2016 and first engagements were launched in February 2016, with formal program launch in July 2016. The Zambia ecosystem study was concluded in January 2017 and the program officially launched in February 2017. To date, 176 partner engagements have been completed across the three countries, with the following breakdown by country and information on live engagements and engagements in development:
 
	
	Engagement Activity

	
	Completed
	Ongoing
	Preparation
	TOTAL

	Kenya
	67
	2
	12
	81

	Tanzania
	55
	0
	5
	60

	Zambia
	34
	1
	0
	35

	TOTAL
	156
	3
	17
	176


 
The size and scope of engagements varies considerably, with procurement values between zero and $500,000 and duration of one month to one year.  AFA works with partners in two main categories, including “core” DFS platform providers (ex. Safaricom, Equity Bank, Cooperative Bank, Halotel, Zoona) and value-added service provider (VAS) partners (ex. iProcure, Arifu, FarmDrive, Mediae) which serve the purpose of aggregating farmers and providing complementary services enabling DFS and increasing productivity and income gains among farmers.  Some engagements involve multiple partners, while others focus on a sole partner.  The breakdown of partners actively engaged through AFA is presented below:
 
	
	AFA PARTNERS

	
	CORE
	VAS
	TOTAL

	Kenya
	28
	53
	81

	Tanzania
	13
	22
	35

	Zambia
	14
	22
	36

	TOTAL
	55
	97
	152



To complement partner engagements, approximately one third of the AFA program budget is dedicated to strategic learning and sharing lessons learned with the broader ecosystem through research, publications, events, social media engagement and ecosystem collaboration with organizations including CGAP, FSD programs in all countries, UNCDF and others. This study will build onto the continued effort to show some level of causality between learning and changes / program outcomes at the institution and ecosystem level.
 
In particular, there is increased importance for the project to show impact at the ecosystem level to note the increased number of AFA partners and their peers in the agri-fin-tech ecosystem, who have entered the realm of serving smallholder farmers with digital financial and information products. Across the range of digitally-enabled products and services, the directionality of cause and effect of change in the ecosystem is difficult to prove and thus attribute. Making this crucial link is an imperative towards evaluating the program’s impact.
  
Purpose of Engagement                                                                                                     
This final program evaluation is being commissioned by the Mercy Corps AgriFin Accelerate program, which will work in collaboration with the MasterCard Foundation throughout the evaluation process. The evaluation will serve as a final program evaluation of the programs since inception, incorporating ecosystem impact evaluation as well as fulfillment of program milestones and objectives. The evaluation should provide both the Mastercard Foundation and Mercy Corps an understanding of progress towards project objectives from inception to program closure, with a focus on progressing from the mid-term evaluation of the program that was completed in February 2018, and the Kenya, Tanzania and Zambia ecosystem studies that revealed the status upon program launch across agricultural, digital, and solutions landscapes in these countries at the baseline point. It is expected that the contents of the evaluation will allow for a review of program design, achievements, and challenges in order to generate key lessons for future strategic and programming decisions related to the AgriFin Accelerate program, the overall MasterCard Foundation portfolio learnings and the smallholder financial and digital inclusion sector more broadly.
 
The AgriFin Accelerate (AFA) program seeks to influence change at the client (farmer) level, institutional level and the ecosystem level, as represented in the below summary of its TOC (theory of change):
If well-designed and accessible digital financial services are bundled with productivity tools and offered to smallholders and digital ecosystems are accelerated to effectively provide relevant services to smallholder farmers at scale, then financial inclusion will increase, driving gains for farmer income and productivity.
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Figure 1. Mercy Corps AFA Results Framework
 
Based on the AFA Theory of Change and results framework, the final evaluation should measure progress against completion of program milestones and objectives, as well as at the three expected levels of impact at farmer, partner and ecosystem levels. The program has commissioned a range of separate impact assessment that prioritize impact and learnings at the client and partner levels, hence client level impacts need not be measured in this current scope of work but should be drawn on for final reporting in this scope. The final evaluation will engage actively against the AFA learning agenda and results framework in order to directly measure change (i.e. outputs and available outcomes) across institution and ecosystem levels. Depending on available data and the maturity of the project, the evaluation may prioritize a smaller set of learning questions to narrow the evaluation scope.  Client, Institution and Ecosystem-level AFA learning questions include:


Client (Farmer) – How does a platform approach (DFS/e-Commerce) enable scaling of digital financial and value-added services for farmers?

1. What impacts have AFA partners had on SHFs income, productivity and resilience to shocks?
2. What financial and value-added products and services do SHFs, including women and youth value most and why?
3. How does bundling of products or services impact uptake and usage of Digital Financial Services?
4. What capability tools have the highest impact on SHF willingness and ability to use Digital Financial Services?
5. What distribution channels are most effective for delivery of digital services to SHFs?

Institution – Service providers expand, improve and scale up offering digital financial services tailored to the needs of SHFs:
1. What has been the outcome of engagement with the AgriFin Accelerate program at the institutional level (e.g. number and diversity of new services increases, Innovation in models, products and channels increases, technical scope and reach of new services increases)?
2. How well has the AgriFin Accelerate program worked to understand and align objectives with partner institutions? 
3. Where have institutions derived the most value from collaboration with the AgriFin Accelerate team? Where have there been challenges?
4. Has engagement with the AgriFin Accelerate team changed how institutions understand and engage with smallholder farmers, and with other ecosystem partners? If so then how?
5. How effectively has the program driven partnerships between diverse institutions with the aligned objective to better serve smallholder farmers?
6. How relevant do institutions think the bundled services developed in collaboration with the AgriFin Accelerate team are to different market segments (e.g. women, youth)?
7. How effectively has the program integrated new processes for iterative design with partner institutions? Were institutions actively engaged in the design process? Have partner institutions on-boarded client-centric design processes into their product development cycle and internal KPI performance metrics?
8. How much value have partner institutions derived from AgriFin Accelerate’s events and convenings?
9. How has the due diligence process contributed to success in product quality and go to market and technical strategies?

Ecosystem – Emergence of ecosystems with favorable rules, incentive and networked actors supports digital solutions to SHFs:
1. How has the ecosystem benefited from the AgriFin Accelerate program (e.g. new insights on SHFs, more sophisticated learnings, crowding-in of new players)?
2. What ecosystem features are most important for success and expansion of digital solutions for agriculture?
3. How has the program utilized market intelligence, technical convenings, dissemination and partnerships to help to shape the ecosystem featured and “crowd in” activity in the space?
4. How effectively has the program worked to catalyze investment in DFS focused on smallholder farmers at the ecosystem level?
5. How effectively has the program fostered collaboration between divergent players in the market to offer bundled services or to develop a more conducive ecosystem?
6. What new models and solutions have developed as a result of diverse players collaborating under this program?
7. How effectively has the program identified and addressed systemic challenges to market growth? In which markets has the team been more successful in innovating to address these failures?
8. To what extent are program learnings and tools being disseminated to and utilized by key ecosystem players? What impact is the program’s learning having on the development of the ecosystem?
9. How does ecosystem engagement and outcomes differ across markets in which it engages?
 
Scope of work
Mercy Corps requires the services of a research firm with extensive experience designing, and implementing high caliber program evaluations, including ecosystem studies, to conduct an end-line impact evaluation of the AFA program, in order to provide a final evaluation of program performance, answering specific program learning questions at the farmer, partner and ecosystem levels. As part of this engagement, the consultants will be expected to conduct the below activities:
To complete the AFA final program evaluation, the selected evaluator should propose a framework / methodology that includes: 
· A mixed-methods approach including quantitative and qualitative data sources. Our emphasis is on the reliability and validity of information and analysis, rather than a preference for a specific data type or collection approach;
· Primary data collection with key stakeholder groups at the partner and ecosystem levels. The MasterCard Foundation values active and meaningful participation of program stakeholders in the evaluation, as well as creative means of communicating evaluation results back to stakeholders at multiple levels;
· A global overview, with a geographic focus of Kenya, Tanzania and Zambia, as key areas of influence and impact, with a view to regional impacts where possible;
· At the partner level, research that measures:
· the intended and unintended consequences of AFA-led or supported interventions across partner engagements (i.e. product, plans, projects, outreach, strategy, partnerships and learnings) and any changes invoked by those interventions; and
· how program partners have been influenced by AFA program learnings;
· At the ecosystem level, research guided by the initial ecosystem studies, assess the current condition of the environment to support digitally-enabled service provision to smallholder farmers, indicating any changes in the environment where the AFA program has contributed toward the growth and change in ecosystems, as well as clearly indicating which problems still exist;
· To build on the work being done on the ecosystem studies, the research should incorporate Social Network Analysis (SNA) to enrich output from previous ecosystem studies to:
· Better understand the differentiated roles played by different actors in the AgriFin stakeholder ecosystem, during and after innovation processes
· Better understand the impact pathways created when change in one stakeholder or group of stakeholders, triggers impact across other domains of the ecosystem
· Validate stakeholders’ views on actors’ relationships already established by existing program learnings and case studies
· Understand how other actors (outside of program partners) are influenced by AFA program learnings
· Where feasible, measure return of investment and other business viability metrics and KPIs as appropriate to understand impacts at AFA partner levels.
· The evaluator should consolidate evidence of separate impact evaluations at the farmer level across AFA partners, including those directly completed by AFA and also by third parties under separate funding where deemed appropriate and agreed with AFA management. The evaluators should draw conclusions on the program’s impact at the farmer level, including around gender, based on these studies and present in this study, including facets of impact such as active use of services, gender and other elements linked to the AFA learning agenda;
· Where possible, the evaluator should include an evaluation of the potential for youth farmer inclusion and youth job creation in rural areas, which is the current strategic focus for the MasterCard Foundation and which has been touched on tangentially by some AFA activities;
· Other activities, as agreed with the AFA management team and the MasterCard Foundation with the consultants, as related to the AFA impact and learning agenda.

Deliverables
The consultant will work to produce and support production of the following deliverables, in close collaboration with AgriFin teams and relevant partners:
1. Final Ecosystem Impact Review & Program Evaluation Inception Report: In the inception phase of the evaluation, the evaluator is expected to review the available documentation for the evaluation and prepare an Inception Report/Work Plan. The report should not exceed thirty (30) pages and should include the following elements:
a. Overview of project
b. Purpose of the Evaluation
c. Evaluation Framework / Key Questions
d. Evaluation Approach and Methods, including data collection and analysis. Draft data collection tools including any surveys and interview protocols, should be included in the appendices to the report
e. Data analysis plan, addressing how the primary and secondary data will be systematically analyzed to address the learning questions
f. Activities and timeline, including roles and responsibilities of all team members
Timely feedback on the inception report will be provided by AFA and the Mastercard Foundation; a final revised version of the Inception Report must be approved before the evaluation proceeds.
2. Final Ecosystem Impact Review & Program Evaluation Report; The draft evaluation report should not exceed fifty (50) pages and should include the following sections:
a. Executive Summary (maximum two pages)
b. Project introduction/background
c. Evaluation Purpose, including evaluation framework/learning questions
d. Evaluation approach and methodology, including limitations
e. Findings, organized in a clear and logical fashion that corresponds to the evaluation questions, assessment criteria, and overall project.
f. Conclusions
g. Recommendations
Annexes to the report (independent of document page count) should include:
· Terms of Reference for the evaluation
· Any further supporting information on the methodology, including individuals/groups consulted, documents reviewed, compiled monitoring data, etc.
The Consultant may be asked to present the draft report in person to Mercy Corps AFA in Nairobi. Timely feedback on the draft report will be provided by AFA and the Mastercard Foundation.
3. Evaluation Updates: In addition to these deliverables, the evaluator will engage in regular briefing updates – either by phone or by email – with Mercy Corps and The MasterCard Foundation.
4. All other related work product: All materials related to this evaluation, including evaluation insights should already be incorporated in the final evaluation report, but separate documents may be submitted to provide the full body of work on the evaluation. 
 
The consultants will also submit regular invoices, as agreed tied to completion of deliverables.
 


Timeline of Activities and Deliverables
 
The assignment shall be completed upon submission and approval of the last deliverable item as per agreement. Throughout the duration of the evaluation, the evaluator will maintain close contact with Mercy Corps and The MasterCard Foundation, and will hold regular check-ins with the Mercy Corps Evaluation Lead. 
	Timeline for Key Activities and Deliverables

	Kick-off:  Virtual meeting with Mercy Corps and The MasterCard Foundation to launch the evaluation.
	3 August 2020 

	Inception Report: The consultant will provide a detailed description of the methodology, data collection tools, and timeline for activities. Feedback from Mercy Corps and The MasterCard Foundation will be provided.
	15 August 2020 

	Data collection and analysis: At minimum, this will include: desk and secondary research, country vests for primary research (e.g. surveys, interviews, focus groups), analysis and synthesis. 
	August - December 

	Draft Report: The draft report will include all preliminary analysis, citing data sources, and provide findings as per the Terms of Reference. A presentation might be requested. Feedback from Mercy Corps and The MasterCard Foundation will be provided. 
	15 December 2020

	Final Report: The final report should address the comments and feedback from Mercy Corps and The MasterCard Foundation.
	[bookmark: _GoBack]26 January 2021


 
Evaluation Management
The contract for this evaluation will be held between the consultant and Mercy Corps.
Overall management of the evaluation, including submission of deliverables, will be coordinated through Mercy Corps. Payment will be made directly to the Consultant by Mercy Corps, as outlined in the table below.  The Consultant shall submit invoices directly to Mercy Corps. Mercy Corps will verify the receipt of deliverables with The MasterCard Foundation and arrange payment accordingly.
 
	Deliverable
	Inception Report
	Draft Report
	Final Report
	TOTAL

	% of professional fees to be paid
	40%
	30%
	30%
	100%


 
 
Required Qualifications                                                                                          
The evaluator(s) must demonstrate:
1. 	Extensive experience in evaluation, including in designing and leading evaluations;
2. 	Strong experience evaluating programs that apply a market systems and/or ecosystem development approach;
3. 	Strong experience in evaluating digital financial service extension, ideally to smallholder farmers;
4. 	Strong experience evaluating innovation in technology and support for transformative technology solutions supporting digital financial services, agriculture and/or adult learning;
5. 	Experience with research in Sub-Saharan Africa, with a specific focus on program areas of agriculture, finance and technology, ideally in Kenya, Tanzania and Zambia;
6. 	Demonstrated experience understanding social enterprise business models and applications of financial and social return on investment analysis;
7. 	Ability to translate evidence from the evaluation into actionable lessons learned and strategic recommendations for Mercy Corps and MCF;
8. 	Strong analytical and writing skills and knowledge of qualitative and quantitative evaluation methodologies;
9. 	Advanced degree in quantitative social sciences such as development and/or agricultural economics, sociology, demography, or anthropology with technical skills in finance, business systems or other relevant fields;
10. 	Demonstrated ability to bring a strong rural gender and youth lens, as well as understanding of rural jobs markets, to the evaluation.
Ownership/Control of Work Product/Publication
Matters relating to ownership and control of work product and publication of materials produced during the course of this engagement are addressed in the main contract agreement entered into between Mercy Corps AgriFin Accelerate.

Interested parties are requested to submit a proposal no longer than 10 pages (excluding annexes), which must include the following:
1. 	Introduction and understanding of the overall evaluation purpose and project objectives.
2. 	Experience in evaluating similar types of programs/models, including any experience with rural and agricultural finance and/or financial inclusion programs.
3. 	Outline of the evaluation design and general evaluation approach, including learning questions, methods, analysis plan, and quality control.
4. 	Overview of the proposed evaluator(s), including details of team composition and specific qualifications of individuals for this assignment;
5. 	List of key activities and deliverables, detailing the level of effort and associated team member(s);
6. 	Estimated budget, including professional fees, travel, and all expenses.

In addition, the proposal should include the following appendices:
· List of three referees who can attest to the firm/evaluator’s experience and expertise as related to this assignment.
· CVs for all proposed team members;
· Two examples of evaluation reports recently completed, with at least one report led/authored by the primary consultant proposed for this assignment.

Task Manager/Reporting                                                                                                    
Task Manager is Collins Marita, Mercy Corps AgriFin Director for Research and Impact Assessment.
Payment and Schedule                                                                                                       
Payment will be over the course of six months, based on successful completion of agreed deliverables. Payment will be made upon regular invoicing against satisfactory delivery and acceptance of services rendered as a result of this consultancy.

12

image1.png
Impact C = ety

Ot
oo Qe o S
- P m— e —a—"





image2.png
7/ MERCY
CORPS




