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Scope of Work, Program Consultant
Firm or Individual:	Firm
[bookmark: _heading=h.gjdgxs]Program:  	Mercy Corps AgriFin
Scope of Project:	Digital Data Sharing Case Study
Country:		Kenya & Nigeria
From:			August 2020
To:			December 2020
Task Manager:	Leesa Shrader, Program Director

Background		
The Mercy Corps AgriFin Accelerate Program is a six-year, $25 million program funded by the Mastercard Foundation. The core problem AgriFin seeks to address is the inclusion gap for smallholder farmers who lack access to affordable, accessible, demand-driven financial products and services that drive higher productivity and income for farm families.
[bookmark: _GoBack]Mercy Corps AgriFin Accelerate Program is one of Mercy Corps’ most promising and exciting programs. Recognized by Charity Navigator as a top 21 finalist for the MacArthur Foundation's 100&Change competition, AgriFin is excited to share stories of our impact across donors and the wider ecosystem, highlighting its ability to pivot its programming and partner support amidst a global pandemic.
Furthermore, as Mercy Corps seeks additional funding as AgriFin matures into its next programmatic phase and looks to expand and scale to other regions, we need to identify and share human stories that show the individual and community impact we have had over the last five years. Our message has mostly been developed from the program leadership and practitioner perspective and has resonated well with our technical partner audience. However, now is the time to find new ways to describe our program and our impact in order to resonate with donors and the general public. As such, AgriFin is seeking an expert Storytelling Consultant who will gather compelling stories and help us tell our story in farmer-centric, succinct, compelling, emotional, and creative ways.

Purpose of Engagement		
The challenges in agriculture in Africa, particularly for the smallholder farmers producing 80% of it’s’ food for consumption, are complex, and no single solution exists to reverse age-old issues around markets, infrastructure, poverty and exclusion. Digital solutions can provide relatively low-cost solutions that reach scale quickly, open new markets, and surpass the traditional brick-and-mortar approach to customer acquisition and the distribution and sales of products and services.  Over the past five years, AgriFin has worked both to build capacity of fintech and agtech innovators to scale and also worked to broker partnerships for them onto larger digital platforms, typically hosted by banks, mobile network operators, large agricultural enterprises and government.
Underpinning many of these engagements are complex negotiations about how data sharing can unlock service delivery and enable different social and commercial outcomes for different players.  AgriFin has been deeply involved in organically helping to structure many of these agreements that govern the use of data for: 
· Independent service provider using data to enhance service delivery
· Partnerships between two service providers who are sharing data 
· Platform model with multiple service providers 
· Government or independent shared data hub enables access to data for service providers
Within each of these types service provision arrangements there are different actors with a variety of interests and incentives to share data.  Since 2015, AgriFin programs have worked to leverage digital data to drive increased and improved products and services for smallholder farmers across all our countries of operation, including Kenya, Tanzania, Zambia, Ethiopia and Nigeria. Early work was done around digital data to inform product development, later evolving to support credit scoring and insurance products, then on to smart farming and now into more complex data analytics to inform policy and business development.  Nearly every engagement involving digital data has included a component of data sharing to enhance partnerships and product bundling, as well as to enrich the base of data needed for product development, risk management and decisioning. 
Drawing on Mercy Corps’ experience implementing the AgriFin Mobile, AgriFin Accelerate and AgriFin Digital Farmer programs, Mercy Corps is seeking to undertake a stock-take of what has been learned about data sharing to enhance service delivery to smallholder farmers.  This Digital Data Sharing Case Study is expected to be used to:
· Catalogue and share key learnings and frameworks in the form of a public learning brief
· Support the design and implementation of ongoing AgriFin engagements with partners that involve data sharing
· Inform the future design of the AgriFin program as it relates to partnerships and the continued use of data sharing models to enhance service delivery to smallholder farmers
.
Key research questions
The AgriFin team acknowledges that this is a complex topic with an almost infinite number of variations depending on: the partners involved, the specific use (and business) case of the data sharing, the regulatory environment and the competitive dynamics of the market.  However, within the context of an emerging digital-agriculture solutions landscape there are a number of data-sharing dynamics that are becoming “familiar territory” as different types of partnerships between organizations have developed.  AgriFin also acknowledges that many of these early data sharing partnerships have emerged organically around perceived market opportunities and that an organic approach has been undertaken to fostering and structuring these arrangements.  
With this as background this case study will seek to take a “whole of portfolio” approach to considering data-sharing, rather than deep diving into 1-2 particular types of partnership or data use cases and will seek to answer the following questions:
Where do data-sharing needs emerge in support of enhancing service delivery to smallholder farmers, including: 
· The key use-cases for data-sharing (types of data; types of services) 
· Typical partnerships and models where data-sharing is involved
· What organizations own different sources of data and how they typically consider that data as an asset or source of competitive advantage
· Where and how different data-sets can be combined to create value 
· The incentives and typical business case for getting involved in data-sharing arrangements
· The major industry players working to drive data-sharing protocols and open data access in agriculture that can be leveraged for future work
What has been learned about how to approach and structure different aspects of data-sharing models, including:
· The typical barriers to sharing data in different types of partnerships and models
· The challenge of accommodating organizational interests and concerns within sharing data arrangements
· What are the successful models and approaches that promote data sharing among partners, considering product development, partnership building, risk mitigation and use of data for decisioning across a range of ecosystem actors
· What are the core use cases for digital data within the context of data sharing
· The enabling role of systems, automation, AI and big data analytics in facilitating data-sharing
· Technical challenges involved in collecting, processing, storing, analysis and sharing of data
What is the role and impact of government policy and regulation, including:  
· Consumer protection policy, regulation and compliance 
· The possible enabling role of standards and common data-sharing protocols
· The potential for publicly hosted and curated data-hubs

Scope of work
As part of this engagement, the consultants will be expected to conduct the below activities:
1. The selected consultants will work with AgriFin’s team to further understand the key research questions, as well as the related learning agenda and AgriFin experience related to the use of data and data-sharing models;
2. Based on a refined understanding of the major research questions the consultants will develop a series of frameworks and an approach to considering the range of data sharing use cases and organizational partnerships that typically underpin data-sharing agreements.  This will build on the latest research on: 1) service delivery models, 2) the landscape of digital services, 3) platforms; and 4) the market positions and incentives of different actors, to establish a new way of considering where, why and how data sharing becomes a key part of enhancing service delivery for smallholder farmers; 
3. Based on this work, the consultant will conduct a rapid landscape of where AgriFin has worked on data sharing, cataloguing key challenges, learnings, ongoing research questions and perceived opportunities.  In this exercise the frameworks and approach developed in the step above will be used to create a natural order and “portfolio” view of the work AgriFin has done to this point.  This stage of the work will involve review of key program documents and interviews with AgriFin staff (and partners where relevant).  
4. At this point it is expected that the consultant would present a preliminary synthesis to the AgriFin team for feedback and conduct 4-6 external interviews with experts to further refine the work.  
5. Finally, the consultant will develop a case study presentation that distills the key finding from the work, learnings and recommendations for the sector going forward.  It is expected that this case study will be no longer than 20 Powerpoint slides in length and presented in a format that is consistent with previous AgriFin research products.  

Deliverables
The consultant will work to produce and support production of the following deliverables, in close collaboration with AgriFin team:

1. A 5-6 page PowerPoint data-sharing framework and approach for breaking down the range of different data-sharing use cases and typical organizational partnerships that underpin the use of data in enhancing service delivery.  
2. A 8-10 page PowerPoint landscape of AgriFin data-sharing use cases and learnings that is organized using the agreed upon framework
3. A 15-20 page PowerPoint summary of key findings to be released as a publicly available learning product
4. A 3-4 paragraph blog linked to the PPT, coauthored with AgriFin task manager
5. All other related work product including interviews and analysis. 

The consultants will also submit regular invoices, as agreed tied to completion of deliverables.

Required Qualifications 								
1. Extensive experience in the areas of agriculture and ICT in the countries of focus for this program;
2. Strong experience in providing project management and project leadership in technology-led work for agriculture, supporting smallholder farmers in Africa;
3. Demonstrated business modeling and business strategy experience in agriculture and technology;
4. Proven expertise in working with government, technology innovators, banks, mobile network operators agribusinesses, farmer organizations and donors.
5. Demonstrated ability to successfully project manage, coordinate and manage information flow across range of institutions;
6. Demonstrated capacity around learning output development, excellent communication skills and a proven ability to establish and maintain interpersonal and professional relationships.
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 and the consultant.
Authorship and Acknowledgement 						
Matters relating to authorship and acknowledgment of any materials produced by the consultants during the course of this engagement are addressed in the main contract agreement entered into between Mercy Corps and the Consultant for performance of services for AgriFin Digital Farmer programming.
Task Manager/Reporting									
Task Manager is Leesa Shrader, Mercy Corps AgriFin Program Director. Program Director has final sign-off on deliverables and invoices.

Payment and Schedule									
Payment will be over the course of five 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. 
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