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1. Terms of Reference 

Evaluation of training and learning activities on the thematic area of  

“Strengthening Employers Organizations” 

 

Terms of reference 

 
 

About the International Training Centre of the ILO 
 

1. The International Training Centre of the International Labour Organization (the 
Centre) is the training arm of the ILO, the Specialized Agency of the United Nations 
which promotes social justice and human rights in the world of work. The Centre 
delivers training, learning and capacity development services to governments, 
employers’ and workers’ organizations, and other national and international 
partners, in support of decent work and sustainable development. Its mission is to 
be the leading global provider of learning and training for the world of work. Each 
year, it delivers over 400 training and learning activities for around 15,000 people 
from over 180 countries. For more information about the Centre refer to 
www.itcilo.org.  

 

Background 
 
1. The Centre’s Results-based Strategic Plan for 2016-17 refers to the importance 

of the evaluation function and states that excellence in training and learning will be 
promoted through continuous quality improvement measures, greater use of on-line 
surveys, and more systematic independent evaluations. More in particular, the 
Centre will upgrade its in-house quality assurance system, by refining the 
monitoring processes and tools to track participants’ satisfaction during the training 
delivery process. Furthermore, the Centre will introduce evaluation tools to validate 
knowledge and skills acquisition rates at the end of the training activity (immediate 

http://www.itcilo.org/
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outcome). This will be done consistently through end-of-course learning 
assessments using an online application for each training and learning activity.  

 
2. The in-house quality assurance system of the Centre will be supplemented by ad-

hoc external evaluations which will be used to verify knowledge application after 
training. In addition to these ad-hoc external evaluations of specific activities, the 
Centre will commission each year an external independent evaluation of a cluster 
of activities linked to one of its thematic areas of expertise, building on the practice 
established in 2015 with the evaluation of the Centre’s training activities linked to 
Promotion of gender equality and diversity. The findings and recommendations of 
these independent evaluations will be presented to the Board to inform its 
discussion on the impact of the training and learning activities of the Centre in the 
selected thematic areas. 

 

3. Taking the above into account, an external evaluation of the impact of the work of 
the Centre in one thematic area will be undertaken in 2016. In line with the ongoing 
efforts of the Centre to boost its outreach among employers’ organizations, the 
thematic area selected for this independent evaluation is “strengthening of 
employers organizations.”  

 

4. The Programme for Employers’ Activities is the unit primarily responsible for 

training and capacity building for employers’ organizations within the ITC ILO. It is 

guided by the orientations of the Employers’ Training Committee, which is 

composed of the GB members of the Employers’ Group.  

The Programme has been developing capacity building and training activities in 

four areas: 

- Strengthening the organizational development of EOs to increase 

representativeness, good governance and strategic planning of EOs 

- Strengthening the policy influence of EOs in national and international debates 

related to the world of work and for the creation of a sustainable business 

environment 
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- Strengthening the services delivery capacity of employers’ organizations to their 

company members. 

- Strengthening the capacity of companies and employers’ organizations in the 

field of global industrial relations, CSR and supply chain issues. 

The Programme works in a very close relationship with the Bureau for 

Employers Activities (ACT/EMP) in Geneva: the outcomes for the unit are 

oriented to those as defined by the P&B documents for ACT/EMP; the work 

plans are developed in close consultations, and are regularly reviewed and 

monitored by ACT/EMP Geneva; the design of training activities and the 

delivery is often implemented in a very close relationship with the ACT/EMP 

field staff.  

The programme now organizes between 60 to 70 face to face or blended 

training activities per year, for about 1,300 employers’ organizations 

participants. 

The Programme is also active in the development of training material, which 

constitute the basis for further development or innovation, to be used in later 

training programmes (so-called C activities).  

In addition to the specific activities of ACT/EMP ITCILO, employers’ 

representatives are also trained by other units, in a number of cases, where 

fellowships are granted for participants with an employers’ background to be 

trained in academies or open courses. In such cases, ACT/EMP ITCILO is 

informed and consulted on the granting of fellowships, but the design the 

delivery and the implementation of the courses is done by the other 

Programmes of the ITCILO. Annually about 300 employer participants up and 

above the 1,300 mentioned above, do take part in such so-called tripartite 

training activities.  
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Purpose, scope and clients of the evaluation 
 
The main purpose of this evaluation is to provide insights about the effectiveness of the 
training provided by the Centre in relation to the ILO objectives and more specifically 
those related to the reinforcement of employers’ organizations in their capacity to be 
more representative, increase their policy influence and provide better services to their 
membership. 

 
The evaluation will cover a sample of training activities of the Centre selected among 
those which better represent the different categories of the training provided for 

strengthening the above mentioned capacities. In particular the criteria adopted for this 

selection were: 
 

 Location and/or modality of training delivery (training provided at the Centre, in the 
field, at distance or through a mix of distance and face- to face approaches) 

 Specific strategic areas of training such as Occupational Safety and Health, and 
Corporate Social Responsibility. 

 Training on general capacities of employers’ organizations 

 Training provided in the framework of tripartite events and/or together with 
participants not pertaining to employers’ organizations.  

 
Indeed while the first three groups of training activities were implemented by the 
ACT/EMP ITCILO, and specifically tailored to the needs of employers’ organizations, 
the latter was delivered by other technical Programmes of the Centre on subject 
matters of interest of employers’ organizations. 
 
The main clients of this evaluation will be:  
 

 The Board of the Centre 

 The Training Department of the Centre 

 ACT/EMP ILO Geneva 

 ACT/EMP ITCILO 
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The evaluation findings will be used in order to take relevant decisions on the future 
programming of the Centre with regard to the training for employers’ organizations and 
to extrapolate lessons learned and good practices for their improvement and scale-up. 
 

Objectives 

The objectives of the evaluation are: 
 

 To provide the Centre with evidence of the relevance, validity of design, 
effectiveness, efficiency, impact and sustainability of its training and learning 
activities related to the theme of ‘strengthening employers’ organizations.  

 To assess which modalities of training, among those offered by the Centre are 
more effective and efficient for the improvement of the capacities of employers’ 
organizations. 

 To extrapolate good practices, lessons learned and recommendations for the 
improvement or scale-up of the training activities conceived for employers’ 
organizations. 

 

Evaluation criteria 

The evaluation will focus on the relevance of the sampled activities to beneficiary 
needs (and where applicable the institutional sponsors financially supporting their 
participation), the validity of the activity design, the activities’ efficiency, their 
effectiveness and the impact and sustainability of the results. 

 

Evaluation questions. 
 
Relevance and outreach of the activities: 
 
1. To what extent the activities are based on the needs of employer constituency and 

how these needs are identified? 
2. Outreach: did you reach the right people to be relevant and effective? 
3. What factors were considered in designing the activities? 
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Validity of the design 
 
1. How did the design and contents contribute to achieving the intended results?  
2. Did the end of activity evaluation and (where applicable) the follow up activity 

evaluation effectively measure results and progress?  
3. Was the design of the activities in terms of duration and timing valid? 
 
Effectiveness 
 
1. To what extent the training objectives have been achieved in relation to the training 

activities selected for the evaluation?  
2. Which one were more effective and why? 
3. Which gaps remain and how could these be addressed through follow-up activities?  
4. To what extent have the activities contributed to strengthen the institutional capacity 

of employers’ organizations? 
5. How and to what extent did the training contribute to the ILO Programme & Budget 

targets? 
 
Efficiency 
 
1. Were the intended capacity results of the activities logical and realistic in terms of 

addressing the needs?  
2. Have the resources invested into the delivery of the activities been used in the 

most efficient manner? How economically were resources and inputs (funds, 
expertise, time etc.) converted to results? Did the results justify the cost? 

3. What time and cost efficiency measures could have been introduced without 
impeding the achievement of results? 

4. Were the roles and responsibilities of Centre officials, including programme 
management, who were responsible for the implementation of the activities clearly 
defined and understood? 
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Impact 
 
1. What are the employer constituents’ perceived benefits from the activities 

(differentiated by groups)?  

2. What evidence exists of constituents benefiting from the activities?  

3. What actions might be required for achieving long-term impact?  

4. How the programmes contribute to strengthening the capacity of EOs overall to play 

an effective role in the national development process 

5. How well did the activities under evaluation operationalize the 2012-15 strategic 

plan of the Centre, the ILO Outcome 9 strategy, 2014-15 ACT/EMP ITCILO and 

ACTEMP HQ workplans? 

6. How well the activities contributed to the CPO’s 801 of DWCPs? (CPOs 801 series 

are designed to specifically deliver outcomes and activities to develop institutional 

capacity of employer organizations and directly contribute to the results reported 

under Outcome 9) 

 
Sustainability 

 
7. To what extent the capacity developed through the evaluated activities can be 

maintained/replicated? 

8. How likely is it that the results of the activities will be maintained or up-scaled by the 
participants? 

 

Methodology 

The details of the methodology will be elaborated by the external evaluator on the basis 
of the present Terms of Reference (TORs) and documented in an inception report. 
However, it is expected that the evaluator will apply mixed methods which draw on both 
hard and soft evidence and involve multiple means of analysis. In principle the 
following methods are proposed 
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Desk review 
 
Analysis of the documentation related to the training activities under evaluation: flyers, 
training needs analysis, former evaluations reports, EoAQ results, follow-up surveys 
and other documents reporting evidences on the training covered by the evaluation. 
 
On line questionnaires 
 
Responses from participants will be sought to questions designed to obtain in-depth 
information about their impressions or experiences of the activities. A sample of at least 
150 women and men from the participant population will be extracted based on 
information in MAP. The questionnaires will be administered by way of an online survey 
on the basis of a pre-written and pre-coded questionnaire. 
 
Interviews 
 

 In-depth and face-to-face interviews with the Programme Manager, Activity 
Managers and Programme Assistants in the Employers’ Activities Programme who 
have first-hand knowledge about the activities as well as Centre staff from other 
training programmes who contributed to, and/or participated in, the selected 
activities.  

 In-depth interviews via telephone or Skype with at least ten institutional clients 
(employer organizations) who sponsored participants linked to technical 
cooperation projects, to explore tangible and non-tangible changes resulting from 
the activities. 

 A focus group discussion in the field with at least one group of former 
participants (preferably linked to a technical cooperation project having sponsored 
the activity as part of a multi-step capacity building effort) to explore tangible and 
non-tangible changes resulting from the activities. 

 At least five case studies of participants met during the focus group discussion, 
documenting the changes resulting from the activities. 
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Main outputs 
 

The main output of the assignment will as follow: 
 

 Inception report – May 2016 

 Draft evaluation report - July 2016  

 Final evaluation report - July 2016  
 
The Evaluation Report will be structured as follows: 

 
Cover page with key intervention and evaluation data 

1. Executive Summary 
2. Brief background on the project and its logic 
3. Purpose, scope and clients of evaluation 
4. Methodology 
5. Review of implementation 
6. Presentation of findings regarding project performance, organized by 

evaluation criteria 
7. Conclusions 
8. Recommendations 
9. Lessons learned and good practices 

 
Annexes 
TOR, questionnaires, list of informant, statistical annexes and at least five case 
studies documenting good practices 

 
All the above mentioned outputs will be delivered in English. 
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Management arrangements, work plan, and time frame 

 
The evaluation will be managed by an evaluation focal point in the ITCILO in close 
coordination with the Director of Training of the Centre and with a focal point in 
ACT/EMP HQ. The evaluation manager will facilitate the evaluation process and 
guarantee that it will be conducted according to the highest technical and ethical 
standards, fulfilling the criteria of professionalism, impartiality and credibility, and the 
Code of Conduct for Evaluation on the UN System (UNEG 2008b) 
 
The evaluator will have the following competencies: 
 
• Knowledge of the ILO’s and the Centre’s role and mandate, tripartite structure and 

policies; 
• Profound understanding of organized employer and business membership 

organizations and their operations, especially in developing countries;  
• Demonstrated experience in the design and implementation of institutional 

capacity building interventions in general, and training interventions in particular, 
that focus on organizational development interventions targeted at employers 
organizations; 

• Demonstrated experience in results-based management; 
• Experience in the evaluation function of national and international organizations;  
• Demonstrated experience and understanding of developing countries’ context 
• Ability to write concisely in English; knowledge of French and/or Spanish is an 

asset 
• No relevant bias related to ILO or the Centre, or conflict of interest that would 

interfere with the independence of the evaluation.  
 
The evaluation will take place in the period between May and July 2016 and will 
include 20 working days of the evaluator. 
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TASK TIME FRAME WORKING DAYS 

Selection of the evaluator 
 
 
Briefing with the evaluator 
 
 
Preparation of the inception report by the 
evaluator and its approval by the evaluation 
manager. 
 
 
Data collection, including a three days visit to the 
ITCILO in order to interview the activity 
managers of the training activity under evaluation 
and other stakeholders. 
 
 
Data analysis and preparation of the draft 
evaluation report 
 
Preparation of the final evaluation report 
 
 
 
 

May 2016 first week 
 
 
May 2016 - second 
week 
 
May 2016 – second 
week 
 
 
May 2016 – (third 
and fourth week) 
June 2016 (third and 
fourth week) 
 
 
July 2016 - first week 
 
 
July 2016 – fourth 
week 
 

N/A 
 
 
1 
 
 
2 
 
 
 

10 
 
 
 
 
 
5 
 
 
2 
 

TOTAL 20 
working days 

 

 

 



PAGE 9 0  F I N A L  R E P OR T  —  2 4  J U L Y  2 0 16  

ANNEX1. Register of activities linked to the theme of ‘strengthening employers’ organizations 
 

t.b.c. 
 

ANNEX 
List of activities selected for the evaluation  

 
Activities by ACT/EMP  

Number activity Title Venue Dates  

A908487 Training of trainers on EOSH Turin 12-14/08/2015 

A258267 CRM para las OOEE Field 23-26/03/2015 

A258271 CRM local installation and 
training ( Barbados) 

Field 10-11/08/2015 

A150320 CRM twinning Nigeria Field 09-10/12/2015 

A258274 CRM Installacion y capitation 
(Argentina) 

Field 08-10/04/2015 

A408258-A408259-A408260 Employers Young 
Professional Academy 

Turin 27-29/04/2015; 29/06-
01/07/2015; 07-09/09/2015 

A977573 and A978569 Master training on the 
Effective Business member 
Organization  

Turin Distance learning ( 01/01/2015- 
07/03/2015) and face to face 
training ( 08-11/03/2015 )  

A978538 Women empowerment 
through business member 
organizations 

Turin 1210-13/11/2015 ( distance and 
face to face together)  

A908488 EOs and social protection floor Turin 01/09-04/09/2015 

Activities organised by other units where employers’ representatives participate via fellowships  

A958165 Enterprise Academy on 
Sustainable Enterprise 

Turin 31/08/2015-04/09/2015 

A908119 Rural Academy Turin 12/10-23/10/2015 

A908305 Informal Economy Academy  Turin 23-27/11/2015 
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2. Questionnaire for the web survey 
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3. List of informants 
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4. Statistical annexes  
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5. Case studies 
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