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Terms of Reference 
 

Final Evaluation of the Project 
 

Peace by Piece: Driving Community-Level Peace and Reconciliation in Afghanistan  
 
Search for Common Ground (Search) is seeking a consultant or firm to carry out the final evaluation of a 24-
month program “Peace by Piece: Driving Community-Level Peace and Reconciliation in Afghanistan” 
implemented in six target locations across five provinces in the country. Following the program, we are 
primarily interested in understanding the effectiveness, lessons learned, and outcomes of the initiative. We 
want to explore the specific comparisons across target locations, gender, age, and education.  
 
1. Context 
Search for Common Ground 
Search is an international conflict transformation NGO that aims to transform the way individuals, groups, 
governments and companies deal with conflict, away from adversarial approaches and towards collaborative 
solutions. Headquartered in Washington DC, USA, and Brussels, Belgium, with 52 field offices in 35 
countries, Search designs and implements multifaceted, culturally appropriate and conflict-sensitive 
programs using a diverse range of tools, including media and training, to promote dialogue, increase 
knowledge and determine a positive shift in behaviors. In mid-2019, Search opened its office in Afghanistan 
and was registered as an International NGO with the Afghan government. 
 
The Project  
Peace by Piece: Driving Community-Level Peace and Reconciliation in Afghanistan was a 24-month 
program (Sep 2019 – Sep 2020) implemented by Search Afghanistan and its local partner organization, The 
Liaison Office (TLO). The project aimed to build a greater understanding of the ripeness for peace and 
effective, locally-rooted approaches to achieve it in Afghanistan. Following are two specific objectives and 
outcomes of the project: 
 

Objective 1: To increase understanding among US and Afghan peace process stakeholders of local 
conflict drivers, influential stakeholders and the ripeness for local peacebuilding initiatives that support 
the peace process and reconciliation.  

● Outcome 1.1: Safe and inclusive spaces created for communities to identify and discuss key 
drivers of conflict, key local influencers and potential entry points for local approaches in the 
target areas.  

● Outcome 1.2: National and international stakeholders have increased access and knowledge of 
locally-rooted recommendations for effective evidence-based approaches for peace and 
reconciliation.  
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Objective 2: To test evidence-based and adaptive local peacebuilding initiatives that can be supported 
and leveraged by national and international stakeholders in their promotion of peace and reconciliation 
in Afghanistan.  

● Outcome 2.1: Local communities are empowered to design and lead local peacebuilding 
initiatives that de-escalate violence in the target areas.  

● Outcome 2.2: Increased understanding amongst national and international stakeholders of 
effective peacebuilding approaches and opportunities for future replication in support of peace 
and reconciliation.  

 
Below are the main activities/deliverables of the project: 

● Co-design workshop conducted with key stakeholders in Kabul prior to launching the project; 
● Gender and Conflict Assessment; 
● Common Ground Approach and Facilitation training for field staff;  
● Community Dialogues aimed to validate findings of the gender and conflict assessment; 
● Creation Workshops on localized approaches to be tested through small grants in local communities; 
● Six small grants implemented by local partners in the target communities; 
● Learning circles on localized approaches/small grants (with Afghan citizens); 

● Reflection workshops on localized approaches/small grants (with implementers); 
● Refinement of recommendation and sharing with international and national stakeholders. 

 
2. Objectives of Study 
Search as an organization is committed to conducting evaluations for projects in order to maximize the 
effectiveness of its programming and engage in continuous improvement and learning within programmes 
and across the organization. The objective of this study is to draw lessons that can inform development of 
similar future programs by Search and other stakeholders. This evaluation includes three specific objectives: 
 

● To measure to what extent the project has achieved its targets; 

● To assess the project effectiveness vis-a-vis project TOC, goal and Objectives; 
● To identify lessons learned and draw recommendations   

 
3. Key Questions of the study  

● How has this project been successful in promoting locally informed and locally led peacebuilding 
initiatives to foster reconciliation in target communities and stakeholders (TOC)? 

● How has this project been successful in creating a broad-based top-to-bottom buy in of the formal 
and informal peace process in Afghanistan (C&SA Strategy Obj# 1)? 

● What are the project achievements vis-a-vis the log frame? To what extent the project has been 
successful in achieving the objectives and outcomes desired by the project design? 

● What are the project exit strategies and action points  developed so far? What is the potential for 
sustainability of the project gains so far, after the termination of this cycle of funding?  

● What worked and what did not work during the project life? What are  the lessons learned from this 
project so far? 

● Do regional and national officials demonstrate commitment to continued support, funding, and 
expansion of efforts built on proven local peacebuilding approaches?      
 

 
4. Geographic Locations 
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This evaluation will be conducted in six project locations: Shakardara, Kalakan, Bagram, Pul-e-Khumri, 
Matoon and Sorkhraod. 
 
5. Methodology and Data Collection Tools 
Search approach to evaluation is grounded in the guiding principles of our work: participatory; culturally 
sensitive; committed to building capacity; affirming and positive while honest and productively critical and 
valuing knowledge and approaches from within the context. The evaluator will visit all six project locations 
and meet the project participants, partner’s staff and relevant stakeholders. The evaluator will develop the 
methodology and tools of the evaluation in consultation with Search management and DM&E staff. The 
evaluator will compare the findings from the final evaluation process with the data generated in the baseline 
conflict analysis. For this evaluation, a mixed method data  collection approach will be used with KIIs and 
FGDs conducted with participants and stakeholders for qualitative data and a reasonably sampled  
quantitative survey for capturing endline data for the logframe indicators.  
 
On the sample size, we are open to suggestions of applicants. Proposals should outline methods for data 
collection to be used and justification for these methods related to the research questions. Proposals should 
also include the sampling strategy and approach to analysis. In addition, Do No Harm strategies, any 
proposed deliverables for sharing the findings of the study should be included in this section of the proposal.  
 
Given the current situation in the country, it is expected that the field research and all interviews are 
conducted in-person. However, if the situation, due to the Covide-19 pandemic, worsens and any movement 
restrictions are imposed in the target locations, then the plan should be adapted using online methods. For 
this, we expect to see proposed mitigation strategies including precautionary measures against the spread 
of the virus in the applications/proposals. 
 
Deliverables 
Search expects the following deliverables from the external consultant(s) as they correspond to the timeline 
and budget: 

● An inception report detailing the methodology, detailed data collection tools and timeline; 
● Any necessary training of data collectors or set-up of systems for data collection; 
● Supervision and participation in data collection; The qualitative data should be collected by the core 

members of the evaluation team. 
● Oversight of data coding and analysis; 
● All original data submitted to Search; 
● A draft evaluation report in English, for review by Search staff and partners; 
● A final report in English (40 pages max in length, excluding appendices) consistent with Search 

branding and standards for evaluation. The report: 
○ Uses the Search evaluation template unless otherwise agreed in the contract 
○ Provides a clear connection between the conflict or context assessment and the intended 

results, articulate the project’s ToC, and include other relevant project specifics 
○ Fully explains the objectives and research questions of the study, limitations and methods 

chosen for analysis,  
○ Findings respect Search’s evaluation standards, are structured around the main objectives 

of the study, and are presented in relation to the intended target groups. The findings should 
speak to the link between the project, it’s Theory of Change and its contribution to our 
strategy. It should explain adaptations that occurred during the project and their impact on 
results. 
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○ Recommendations should have a clear audience and be specific, accessible, and 
actionable.  

○ Indicator table showing all indicators 
○ Appendices should include detailed research instruments, list of interviewees, terms of 

references and evaluator(s) brief biography. 
 
Logistical Support 
Consultant(s) will be responsible for organizing their own logistics for data collection (vehicles, fuel, and 
drivers), and this must be budgeted into the study. Search can provide support in arranging logistics as 
agreed upon based on the consultant’s proposal. At least one Search staff member may be available to 
support data collection and logistics. 
  
In addition, Search and partners will share the Background materials including the project proposal and 
logframe, M&E plan, conflict analysis report, monitoring reports and reports submitted to the donor and any 
other project related document. 
 
6. Ethical Considerations 
Based on their past experience and understanding of the context, the candidate is expected to outline key 
risks of data collection and the steps to assure Do No Harm and Conflict Sensitivity,inclusion principles as 
well personal safety and security of the research team on the ground.  
 
7. Data Quality Assurance and Management 
Any document in the process of this evaluation will go forward to a review to the country office in 
Afghanistan and global Institutional Learning Team prior to acceptance of the final product.  
 
8. Timeline 
The evaluation is expected to begin in late October 2020 and is expected to be completed within 30 person 
days spread over October, November and December 2020     . However, the exact date will be discussed 
and confirmed between the consultant and Search Afghanistan. 
 
9. Budget 
The total maximum budget available for this study is $17,000. A detailed budget should be provided, 
including daily rates for personnel, and costs related to data collection (per total number of people sampled, 
sites for collection, etc.), analysis, and production of deliverables. The selection committee will consider the 
budget proposed (30%) and quality of technical proposal (70%), while making the final decision.  
  
10. Requirements of the Consultant 
The following skills and experience are expected by Search for our evaluator for this project: 

● Proficiency in English (written and spoken) and local languages, Dari and Pashto  
● More than 5 years of experience in project evaluation, including collecting data in interviews, surveys 

and focus groups; 
● Experience in conflict analysis and working with peacebuilding and conflict transformation sectors; 
● Experience working with international organizations; 
● Experience conducting quantitative surveys and analysis; 
● Evaluation methods and data collection skills; 
● Familiarity and experience with contextual challenges in the geographic location(s) where the study 

will take place. 
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In addition, the consultant is required to respect the following Ethical Principles1: 

● Comprehensive and systematic inquiry: Consultant should make the most of the existing information 
and full range of stakeholders available at the time of the review. Consultant should conduct 
systematic, data-based inquiries. He or she should communicate his or her methods and approaches 
accurately and in sufficient detail to allow others to understand, interpret and critique his or her work. 
He or she should make clear the limitations of the review and its results. 

● Competence: Consultant should possess the abilities and skills and experience appropriate to 
undertake the tasks proposed and should practice within the limits of his or her professional training 
and competence. 

● Honesty and integrity: Consultant should be transparent with the contractor/constituent about: any 
conflict of interest, any change made in the negotiated project plan and the reasons why those 
changes were made, any risk that certain procedures or activities produce misleading review 
information. 

● Respect for people: Consultant respect the security, dignity and self-worth of respondents, program 
participants. Consultant has the responsibility to be sensitive to and respect differences amongst 
participants in culture, religion, gender, disability, age and ethnicity. 

 
Selection Criteria 
Consultant proposals will be selected for: 

1. Relevance of proposed methodology to the goal, objectives, and research questions for the project. 
2. Quality of proposed methods, conflict sensitivity approaches, and quality control measures. 
3. Qualifications of the candidate(s). 
4. Proposed budget in relation to proposed methodology, deliverables and team. 
5. Timeline for proposed activities. 
6. The selection committee will consider the budget proposed (30%)  and quality of technical proposal 

(70%), while making the final decision. 
 

Applications 
To apply, interested candidates (individuals, teams or firms) are requested to submit the following two 
documents through email to afghanistan@sfcg.org, and copy in eabrar@sfcg.org. The subject line must be 
‘PBP Final Evaluation’; otherwise, the application might not be considered: 

● Curriculum vitae; 
● A technical proposal proposing a methodology for the final evaluation together with a financial 

proposal for the completion of the aforementioned deliverables and a short cover letter. 
● Two samples of evaluations or other reports completed by the consultant within the last 2 years. 

 
Note: Only three documents can be submitted, so the technical and financial proposals must be combined, 
along with the short cover letter. In case more than one consultant is involved, please clearly identify the 
roles (lead consultant, data collectors, etc.) and combine the curricula vitae into a single file. The sample 
evaluations or other reports completed by the consultant (lead consultant) within the last two years should 
be also combined, and the link to online publication (if available) should be also included  in the same file.  
 
 
 

                                                
1 Adapted from the American Evaluation Association Guiding Principles for Evaluators, July 2004 
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