Terms of Reference (ToR) for Somalia Capacity Advancement, Livelihoods and Entrepreneurship through Digital Uplift (SCALED-UP)

 End of Project Outcome Evaluation


1. BACKGROUND

Somalia has endured over three decades of protracted conflict, political instability, and institutional collapse that have severely disrupted the delivery of public services and eroded the foundations of a functioning state. Since the establishment of the Federal Government in 2012, the country has made gradual strides in rebuilding its core institutions and laying the groundwork for sustainable peace and development. Despite persistent fragility, security challenges, and climate shocks, Somalia’s private sector has remained resilient and entrepreneurial, driving key aspects of economic activity, particularly in trade, telecommunications, and remittances.

However, the broader institutional environment remains weak. Public sector institutions at both federal and member state levels face acute capacity constraints, compounded by fragmented governance, limited human resources, and outdated or non-existent legal and regulatory frameworks. These challenges hinder the state's ability to deliver basic services, regulate economic activity, and create an enabling environment for inclusive growth. Critical services such as financial access, identity verification, and business registration are underdeveloped, often leaving vulnerable populations—especially women, youth, and displaced persons—without the tools needed to participate in formal economic systems.

Against this backdrop, the SCALED-UP project was launched in 2019. Financed by the World Bank (WB) and partners under the Multi-Partner Fund (MPF), the project is a flagship initiative aimed at supporting Somalia’s institutional and economic recovery through a combination of institutional strengthening and digital transformation.

1.1 PROJECT PHASES: PHASE ONE AND ORIGINAL DESIGN 

The SCALED-UP project was approved by the WB Board of Executive Directors on March 28, 2019, becoming effective August 15, 2019. With initial financing of US$31 million (comprising IDA grants and Somalia Multi-Partner Fund contributions), the project targeted the following Project Development Objective (PDO): “To support progress toward increased access to basic digital financial and government services targeting entrepreneurship and employment, particularly for women.[footnoteRef:2]" [2:  WB_PAD_2019] 




The design established foundational systems through three mutually reinforcing components[footnoteRef:3]: [3:  WB_ProjectPaper_AF_2021] 


· Component 1: Strengthening Institutions (US$7 million equivalent)
· Component 2: Enabling Financial and Digital Services (US$20 million equivalent)
· Component 3: Project Management and Coordination (US$4 million equivalent)

1.2 PHASE 2: ADDITIONAL FINANCING FOR CRISIS RESPONSE AND SCALE-UP

In May 2021, an Additional Financing (AF) of US$50 million (International Development Association (IDA) plus US$20 million from the Somalia Multi-Partner Fund was approved, scaling up the project’s total funding to approximately US$101 million. The AF was designed to expand and accelerate SCALED-UP’s reforms in response to COVID-19, extending the project closing date by 30 months to December 31, 2025. Further details on the SCALED-UP parent project, as well as changes and additions to the components from the AF are detailed in the WB’s Project Paper for AF[footnoteRef:4]. [4:   WB_ProjectPaper_AF_2021] 


2. THEORY OF CHANGE

During the preparation of the Additional Financing (AF), the Results Framework (RF) and the Theory of Change (ToC) of the parent project were reviewed. As a result, modifications to the ToC were made, and PDO and intermediate level indicators were also updated. The revised ToC[footnoteRef:5] is included within this TOR as Annex 1, while the revised and final PDOs and intermediate indicators are detailed in Annex 5 of the Project Paper for AF. [footnoteRef:6] [5:  WB_ProjectPaper_AF_2021]  [6:  WB_ProjectPaper_AF_2021] 


3.  SCOPE AND PURPOSE

This is an end-of-project evaluation commissioned by the Federal Government of Somalia (FGS), with funding from SCALED-UP. As SCALED-UP approaches its terminal date in December 2025, this evaluation will fulfil accountability requirements to stakeholders (Government, WB) by verifying the results achieved against targets.

This final evaluation will:

1. assess the extent to which the project has achieved its PDO and intended results using the PDO level indicators in the RF and focusing on outcomes in line with ToC.
2. evaluate the strategic relevance, efficacy, effectiveness, and efficiency of project interventions, drawing on both qualitative and quantitative project data and evidence.
3. examine the sustainability of outcomes and institutional gains beyond project completion. 
4. identify indirect, unintended/unmeasured outcomes (e.g., job creation) that reflect meaningful benefits beyond the RF. 
5. derive actionable best practices, lessons learned and actionable recommendations on what worked, what did not, and why – to inform future phases or similar projects in Somalia. 

In terms of scope, the evaluation will address the full period of the project implementation from project start to end of data collection.  While the evaluation is broad, it will not perform a financial audit or re-assess fiduciary compliance, which are covered by other reviews. It will also not duplicate the project’s routine monitoring data validation (except for the use of M&E data as input). Instead, the focus is on higher-level outcome analysis. Any activities or results outside of SCALED-UP’s direct influence will be noted but not attributed to the project. 

Overall, the evaluation’s purpose is both summative (judging the project’s performance and impact against its objectives) and formative (deriving lessons learned to guide future programming in digital development and institutional strengthening in Somalia and similar Fragile, Conflict and Violence (FCV) contexts).

4. AVAILABLE REPORTS AND DATA

In addition to the Project Appraisal Document (PAD, 2019) and Project Paper for AF (2021), which can be accessed online and via the links provided as footnotes, all other relevant documentation such as publicly available Implementation Status and Results reports (ISRs), progress, annual and & Monitoring & Evaluation (M&E) reports prepared by the Project Implementation Unit (PIU), government mid-terms review, and any additional relevant information sources (e.g. surveys, communications materials, etc.) will also be shared accordingly. 

5. Evaluation QUESTIONS

To maintain a common approach to terminologies and definitions, the following evaluation questions were designed to reflect the WB’s Implementation Completion and Results Report (ICR) (2021)[footnoteRef:7]. [7:  World Bank, Bank Guidance Implementation Completion and Results Report (ICR) for Investment Project Financing (IPF) Operations, 2021,] 


	A. Relevance
Key Questions:
1. Were the Project Development Objectives (PDOs), theory of change, and intervention logic aligned with Somalia’s context in terms of the needs of government agencies, private sector actors, and vulnerable citizens?
2. To what extent is the project aligned with broader public sector reform, digital governance, and inclusion objectives under Somalia’s National Development Plan and all other formal governmental sectoral plans?


	B. Efficacy
Key Questions:
1. To what extent has the project contributed to the achievement of its development objectives, as defined and reflected in the PDO, ToC and RF? How significant and attributable are the project’s activities in reaching these goals?
2. What external factors (e.g., COVID-19, political shifts, economic shocks) affected the project’s ability to achieve its objectives, and how were these mitigated? What evidence supports this? 
3. Were the intended beneficiaries effectively reached, especially vulnerable groups such as women and MSMEs?
4. The PDO highlights enhancing outcomes for women, particularly in accessing services targeting entrepreneurship and employment. Are there observed indirect, intended and unintended outcomes—positive and negative—resulting from project activities e.g. job creation, among project beneficiaries?   

	C. Efficiency
Key Questions:
1. Throughout the life of the project, was the project’s operational and delivery model—across human resources, funding levels, timelines, and component design—fit for purpose in achieving its objectives efficiently?
2. Did the project demonstrate cost-efficiency, considering outputs and outcomes relative to inputs? This includes an analysis of overhead costs, organizational structure, and mechanisms for fund allocation, commitment, and expenditure.
3. Were delays or inefficiencies experienced? If so, what were the main drivers, and how were they addressed?
4. How effective was the M&E system in supporting efficient delivery?
· Were the indicators adequate?
· Was performance tracking consistent yet responsive to evolving conditions in Somalia?
· What key results, if any, were important but not captured/measured or monitored by the project.
· What improvements can enhance the M&E system’s flexibility and utility in future phases?


	D. Effectiveness
Key Questions:
1. To what extent was the project’s model and design, implementation approach, and methodology effective at achieving the PDO?
2. To what extent has the project achieved planned results under the core components?
3. What were the key strengths and weaknesses in implementing the project? How can the achievements be sustained or scaled, and key constraints (e.g., capacity, reach, sustainability) be addressed in future phases?
4. Were any parts of the Results Framework or Theory of Change insufficiently addressed in the actual implementation, and if so, what were the consequences?
5. How effectively did the project manage risks (operational, political, etc).?
6. How effectively was gender inclusion integrated and advanced across project components (e.g., entrepreneurship/employment, ID enrollment, business registration)?
7. To what extent did the different project components interact in ways that created synergies, and how did these interactions influence the overall effectiveness or value of the intervention?


	E. Sustainability of Outcomes
Key Questions:
1. Are beneficiary institutions adequately resourced and institutionally capable of sustaining project outcomes beyond the project closing date?
2. To what extent have institutional mandates, digital infrastructure, and operational systems (e.g., OSS, ID management, AML supervision) become embedded in regular government functions?
3. What measures can the government take to sustain the outcomes and institutional reforms introduced by the project beyond its closure?


	F. Lessons Learned and Recommendations
Key Questions:
1. What are the most significant lessons from the design and implementation of SCALED-UP (including both the original project and the Additional Financing), and how can these insights (both documented and emerging) inform future projects?
2. How did the project adapt to the COVID-19 context, and what insights does this offer for strengthening digital resilience and public service delivery?
3. To what extent were lessons and knowledge products effectively captured, communicated, and used by government stakeholders and development partners?
4. What actionable, context-specific recommendations emerge from the project’s achievements, challenges, and innovations that can inform future project design?




6. APPROACH AND METHODOLOGY

The evaluation will employ a mixed-methods approach anchored in the project’s ToC. The company/consultant is expected to develop a rigorous methodology to answer the evaluation questions and attribute outcomes to project interventions as far as possible. The approach should be utilization-focused and conform to WB and international best practices for evaluating institutional development programs. 

6.1 Theory of Change–Driven Framework

The Company/Consultant will assess the relevance of the SCALED-UP’s ToC[footnoteRef:8] mapping and how input and activities were intended to lead to output and outcomes. This Toc will guide the evaluation design, ensuring each link (assumption) is tested.  The evaluation will examine each part of this logic. The Company/Consultant will also confirm whether the challenges identified in the PAD and the Toc were effectively addressed by project activities during implementation, as measured by the indicators in the results framework.  [8: WB_ProjectPaper_AF_2021] 


6.2 Evaluation Methodology 

The evaluation will make use of both qualitative and quantitative data to measure outcomes, including: 
· Desk review of project documents, reports, and legal frameworks. 
· Field Visits and Observations
· Surveys – (i) any existing surveys (such as business registration impact survey carried out by the Ministry of Commerce and Industry, surveys planned by Gargaara), (ii) new survey to be conducted by the consultant to capture job creation outcomes from Gargaara beneficiaries (quantify direct and indirect jobs created or sustained as a result of Gargaara loans) as part of their work plan and provide a suggested timeline. A pilot of the survey instruments should be conducted with a small sample of Gargaara beneficiaries. This will test the clarity of questions, respondent comprehension, and the logistics of fieldwork. The pilot should especially verify sensitive modules like income reporting and gender-related questions are well understood. Feedback from the pilot will be used to refine the survey and field protocols. The selected firm will define a clear sampling strategy and data sources to ensure representativeness and statistical power for the evaluation. 
· Interviews and focus groups: The evaluation will actively engage all 10 Beneficiary Institutions (BIs)[footnoteRef:9] and a range of stakeholders to ensure a participatory process, including:   [9:  WB_ProjectPaper_AF_2021] 

· WB Task Team and other development partners, such as Kreditanstalt für Wiederaufbau (KfW) as a key partner for co-financing Gargaara, the IMF on CBS reforms, or other donors on digital ID or financial inclusion; the evaluator may consult them for an external perspective.                         
· Participating Financial Institutions (PFIs) unde Gargaara MSME Financing Facility.
· Entrepreneurs/MSME Beneficiaries: Both men and women entrepreneurs who benefited (borrowers from the MSME facility (Gargaara), users of online Business Licencing and Registration services, etc.) are critical stakeholders to engage. They will provide ground-level validation of project outcomes such as job creation (e.g., “because of this loan, I hired this number of employees” or “the OSS helped me register my startup quickly”). The evaluator will coordinate with business associations or the PIU to identify and reach these individuals.
· General Public/Citizens

Data Quality and Limitations: The methodology will include strategies to address data limitations common in Somalia’s context. Limitations such as potential recall bias in interviews, access constraints to certain areas, or attribution challenges will be acknowledged. A frank discussion of the evaluation limitations and mitigation measures will be provided in the reports. 

Compliance and Ethics: The dissemination of findings will involve the submission of draft reports to the FGS, Ministry of Finance (MOF) PIU. The final report will be reviewed by the WB before sign-off. Further, the evaluation methodology will adhere to ethical standards. This includes obtaining informed consent from interviewees, ensuring the confidentiality of respondents (especially sensitive topics like opinions on government performance), and being culturally sensitive. 

 
7 . DELIVERABLES

The consultant is expected to deliver the following: 

1. Inception Report (incl. background, purpose, objectives, evaluation design and approach/methodology, timing, resource allocation, workplan, staffing and annexes, input needs from the PIU/project beneficiary entities.) 
2. Executive Summary of key findings, recommendations and lessons learned.
3. A detailed Final Evaluation Report of the project with sections highlighting:
a. Executive Summary 
b. Introduction 
c. Background & Context Analysis  
d. Evaluation Design & Approach 
· Methodological Approach  
· Data Collection & Analysis Tools
· Limitations, Risks & Mitigation Measures 
e. Findings: Assessment of the project’s implementation process, key issues and challenges encountered, outcomes and results achieved relative to the PDO and ToC, including both achievements and shortfalls. The section should also identify missed opportunities and highlight synergies—whether intended or unintended—between project components that contributed to or hindered results. This section will be divided into three sections focusing on each project component (i) Component 1: Strengthening Institutions; (ii) Component 2: Enabling Financial and Digital Services; (iii) Component 3: Project Management and Coordination. Most important highlights to be represented in separate boxes illustrating with quotations such as best practices, success stories and key challenges. 
f. Conclusion on the overall project’s success and individual components.
g. Lessons learned and Recommendations for future similar programs in Somalia specifically, and in conflict and fragile environment more generally.
h. A PowerPoint presentation with a summary of findings.
4. Data and Analysis Package (Supporting Deliverable) – Along with the final report, the evaluator will submit an organized package of the evaluation’s supporting documentation. This includes cleaned datasets (if any quantitative survey was conducted), spreadsheets used for analysis, and detailed notes or transcripts from qualitative interviews (with sensitive information anonymized).  
5. The client (MoF PIU and WB) will provide feedback/approval at each stage. Acceptance of the final report will be contingent on quality review ensuring that the TOR objectives have been met. The consultant is expected to be responsive to comments and iterate as needed to achieve a high-quality final product.

8. TIMELINE

The assignment will take place over a period of four calendar months and will follow a structured sequence of stages. It will begin with kick-off meetings between the evaluator and the client to align expectations and clarify objectives. Following this, the evaluator will prepare an inception report outlining the proposed methodology, work plan, and key deliverables.

Once the inception phase is complete, the project will move into the data collection and analysis stage. This will involve gathering relevant qualitative and quantitative information to inform the evaluation findings. The evaluator will then draft the evaluation report, summarizing key insights, conclusions, and preliminary recommendations. A stakeholder or validation session will be held to review and discuss the draft report, allowing for feedback and input from key parties. Based on this feedback, the evaluator will revise and finalize the report. The assignment will conclude with the submission of the final evaluation report and a final presentation of the findings to the client and stakeholders.

9. MAINTAINING AN IMPARTIAL PERSPECTIVE

The consultant is expected to be independent and impartial in the process. The FGS MOF PIU will have the responsibility of supporting the consultant to make direct contact with the target group for interviews, including making appointments and organizing meetings/or round table discussions. The PIU and other stakeholders may facilitate some of the meetings with high-level authorities where necessary.

10.  CONSULTANT QUALIFICATIONS

The following criteria will be used to identify the firm selected for the assignment:

· Minimum 10 years’ experience conducting complex program evaluations in the international development context/and preferably in Somalia.
· Experience evaluating governance, institutional development, or public sector reform projects (preferably those involving digital government or financial sector reforms) and private sector development.
· Expertise in digital government services, digital ID systems, and digital financial services
· Understanding of SME finance facilities, microfinance, and private sector development.
· Cross-cutting expertise in gender analysis and inclusion to ensure these dimensions are effectively evaluated
· Understanding of WB policies, including Monitoring & Evaluation practices
· Experience conducting project monitoring and evaluation, data collection, and analysis
· Proficiency in quantitative data analysis (using tools like Excel, Stata, or R) to crunch project and survey data
· Experience participating in transformation projects
· Experience working with executives at senior institutional levels 
· Knowledge of private sector development

11.  LOCATION OF ASSIGNMENT

The Consultant will be required to work offsite and onsite in Mogadishu based on the work plan.

12.  REMUNERATION

This is a delivery-based contract paid against submission of agreed deliverables supported by deliverables acceptance certificates duly signed by the FGS MOF PIU Coordinator. FGS MOF PIU will provide inland logistical and security coordinating onsite movement between key stakeholder institutions. PIU procurement team will be able to ensure correct terminology

13.  PAYMENT SCHEDULE

Payments under the contract will be based on the following schedule:

	Deliverables
	Percentage Payment

	Inception Report
	20%

	Draft Report (incl. executive sum)
	20%

	Final Evaluation Report (incl. executive sum)
	40%

	PowerPoint presentation
	20%



Client input
[bookmark: page10]Main stakeholders will be responsible for the provision of signed program documents, agreements, progress reports, and key reports (cited under the desk review section). The FGS MOF PIU will provide workspace, if requested in advance and if space is available when consultants are in Somalia. 

Confidentiality
All documents and information given to evaluators by WB and other stakeholders will be subjected to the confidentiality policy of the respective organization, and evaluators must clarify each source before publication of information. Citations and references to any report must be accompanied by a credible source, including all data and tables.
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