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Terms of Reference 
Consultant - Bougainville, Programme Evaluation 

Conciliation Resources 
February – April 2022 

 

A. Overview  

Conciliation Resources requires an external consultant to complete a summative evaluation of the three 

years of the Bougainville programme. 

The aim of this evaluation is to assess the impact of the programme in the conflict dynamics and in the 

lives of people affected by conflict, identify key learnings to feed into future project planning and strategy 

and review progress made against key objectives. 

Position Title:  Consultant – Bougainville, Programme Evaluation 
Location:   Ideally Papua New Guinea-based, with availability to travel to   Bougainville  
Duration:   Up to 3.5 months (February – April 2022)  
Total Days:  Up to 30 days (spread over the contract duration) 
Reporting to:  Papua New Guinea Project Manager 
 

B. BACKGROUND 

Conciliation Resources (CR) is an independent organisation working with people in conflict to prevent 
violence, resolve conflicts and promote peaceful societies. Through collaborating with partners, we help 
to build the capacity of local organisations and communities to deepen understanding of conflict drivers 
and to develop non-violent approaches to addressing and preventing conflicts. We also act as a bridge to 
promote dialogue on all levels – local, national and regional.  

Bougainville, PNG Programme 

While the 2001 Bougainville Peace Agreement (BPA) saw the end to almost a decade of violent conflict 
Bougainville continues to face numerous, complex challenges. A key milestone of the Peace Agreement 
was a non-binding referendum on Bougainville’s political status. This took place in November 2019, with 
97.7% votes in favour of independence from Papua New Guinea. In this post-referendum period on 
Bougainville’s political status in particular, there are ongoing risks of unrest and violence in Bougainville. 
Conciliation Resources partners with the Nazareth Centre for Rehabilitation, the Autonomous 
Bougainville Government’s Department of Bougainville Independence Mission and Government of Papua 
New Guinea’s National Coordination Office for Bougainville Affairs in this programme to support lasting 
stability and peace in Bougainville.  

The Nazareth Centre for Rehabilitation (NCFR) was established in 2001 and has a strong presence in 
Bougainville with links to community leaders throughout region. NCFR’s programmes focus on 
peacebuilding, gender-based violence, the promotion of human rights and local community 
development.  

The Department of Bougainville Independence Mission Implementation (DBIMI), was created to 
support the implementation of the Bougainville Peace Agreement (BPA) and coordinate preparation for 
the referendum on political status. The DBIMI have a broad range of programmes focusing on the areas 
of veteran’s affairs, referendum and autonomy.  

The Government of Papua New Guinea’s National Coordination Office for Bougainville Affairs (GoPNG-

NCOBA) coordinates Bougainville affairs between the PNG government and the ABG. This includes 

matters relating to PNG national institutions, including departments and state-owned enterprises, to 

ensure a consistent, whole-government approach to issues that arise relating to Bougainville’s autonomy 

arrangements and its future political status. It plays a key role in facilitating political dialogue between 

the ABG and PNG Government authorities.  

The outcomes for the Bougainville programme over three years include: 
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• Autonomous Bougainville Government (ABG) and Government of Papua New Guinea (GoPNG) 
politicians and officials, and other Bougainvillean leaders, have increased comparative 
knowledge, joint analysis and relationships to manage Bougainville’s conflict challenges through 
the referendum and post-referendum period. 

• Peacebuilding actors and groups have increased capacities to respond to conflict issues 
contributing to sustainable peacebuilding resources in Bougainville and PNG. 

• Community leadership groups have strengthened analysis and conflict resolution mechanisms 
with communities increasingly advocating for their peacebuilding needs. 

• Bougainville peacebuilding initiatives, including those led by the ABG, civil society groups and ex-
combatants have increased cohesion and collaboration. 

• The NCFR has strengthened peacebuilding capacity to manage and respond to conflict situations 
across Bougainville. 

 

C. OVERALL OBJECTIVE 

The overall objective of this consultancy is to conduct a whole-of-programme evaluation by assessing 
programme impact, relevance and effectiveness and identifying contextual changes and programme 
learnings that may inform future programming design, planning and thinking.  
 

The end of programme evaluation focuses on whole-of-programme learnings and identifying long-term 
and short-term outcomes from Conciliation Resources’ Bougainville programme. Overall, the evaluation 
investigates where change happens, how and why, and synthesises this learning into recommendations 
for future programming and thinking. Using an adaptive programming approach, Conciliation Resources 
will then feed the findings of the assessment into activity planning and will use them to review the 
assumptions and objectives upon which the programme is based, to ensure they are still relevant to the 
Bougainville context. 

D. METHODOLOGY 

The consultant is responsible for developing the evaluation design and learning methods, in collaboration 
with Conciliation Resources. The final evaluation design and methods will be agreed upon by the 
consultant and Conciliation Resources. The evaluation design should include (i) a participatory approach 
involving CR staff, programme partners, programme beneficiaries, and other stakeholders, (ii) 
assessment of the programmes’ logframe, harvested outcomes, indicators and expected results and (iii) 
an assessment of programme management and partnership arrangements. However, we also recognise 
the constraints with COVID-19, and are willing to adapt the design to achieve the evaluation. Please 
highlight any adaptions or alternative processes you would make in the application process, detailed 
more below. 

This programme evaluation will be a highly participatory process that involves CR staff, CR partners, 
programme beneficiaries and other stakeholders at every stage of the evaluation process, including 
design, implementation, analysis and communication. This will help to ensure that the evaluation is 
transformative (e.g. it develops the capacity of those involved) and provides opportunities for learning 
between CR programme teams and between CR staff and partners. The evaluation will be led by an 
external consultant that has the knowledge, skills and experience necessary to design and carryout a 
participatory programme evaluation. 

Conciliation Resources has been using Outcome Harvesting as a monitoring and evaluation approach to 
gather evidence of what has changed and analyse collectively how have the programme contributed to 
those changes. We expect the external consultants to use KII to substantiate the outcomes identified by 
the programme team.  

Outcome Harvesting - Outcome Harvesting is a monitoring and evaluation approach that does not 
measure progress towards predetermined outcomes, but rather collects evidence of what has been 
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achieved, and works backward to determine whether and how the programme contributed to the 
change. Drawing on this approach, the programme will produce outcome statements for each case study 
that identify who changed what, when and where, and how each major change was influenced by an 
intervention. These attributional statements will include the significance of the outcome, and the context 
in which the outcome was achieved (see Annex 1 on Outcome Harvest Methodology).  

 

Adaptive Evaluation Approaches 

As peacebuilding takes place within a highly complex and evolving environment, interactions and change 
are highly dynamic. Despite this complexity, peacebuilding organisations typically use linear approaches 
to monitoring and evaluation that may not be suitable for capturing the dynamics of peacebuilding work. 
In response to this challenge, Conciliation Resources is open to adaptive evaluation approaches that are 
able to deal with, and capture, complexity. In this programme evaluation, the consultant and CR team 
may discuss and adopt Appreciative Inquiry or Outcome Harvesting as potential approaches. 

 

E. LEARNING METHODS 

In designing the evaluation, the consultant with work with CR and their partners to identify and develop 
locally-appropriate, participatory methodologies. The specific methods will be identified and designed 
during the inception phase of the evaluation. The following methods should be considered in the 
evaluation design: 
 
Storytelling 
Storytelling is a culturally appropriate methodology in Melanesia which involves the informal sharing of 
stories, open-ended questions and answers, associations and discussions. In PNG, storytelling is an 
important form of knowledge transmission and is practiced differently in different cultures. However, the 
process of telling stories is always political, contextual and influenced by the purpose and audience. 
Adopting a storytelling approach in a programme evaluation may be a way to privilege local forms of 
knowledge sharing, but attention should also be placed on the context in which stories are performed.   
 
Listening Methodology 
A listening methodology employs a flexible conversation-style approach – rather than a more formal 
interview process – supporting guided conversations that capture the topics that are most important to 
the evaluation. Conducting informal conversations, rather than using a more formalised interview 
process, creates a space where participants feel comfortable sharing concerns and messages that are 
important to them with less likelihood of self-censorship. In this way, listening methodology is non-
prescriptive and allows participant share perspectives outside of pre-defined parameters.  
 
Significant Change Stories 
Most Significant Change (MSC) is a participatory evaluation technique based on stories rather than 
indicators. MSC stories are about important or significant changes - they can give a rich picture of the 
impact of peacebuilding programmes and provide the basis for dialogue around objectives and planning. 
The method involved generating and analysing personal accounts of change and deciding which accounts 
are the most significant, and why. MSC is about collecting and analysing stories, but also about having 
processes to learn from these stories. The stories themselves reveal how a variety of actors experience 
and perceive change. This can be combined with other evaluation methods to undertake whole-of-
programme evaluation.  
 
Sense-Making  
Sense-making involves analysing and synthesising information in order to develop shared understandings 
that may influence thinking and programming. Sense-making can include a range of methods and 
practices, including visioning, group discussions and other participatory exercises. In addition to other 
evaluation methods, sense-making can be used to draw together key learnings, cross-check findings with 



 

 4 

participants and reflect on the evaluation process. It is proposed that the consultant could run a one-day 
sense-making training workshop with CR staff and partners to discuss the results of the evaluation and 
enhance their evaluation skills.  
 

D. SPECIFC TASKS AND DELIVERABLES  
 

Project/Activity 
List of key activities 
to be carried 

Deliverable 
Specific deliverable/output 
related to each activity 

Indicative Consultant Activities 
Breakdown of tasks to conduct 
this activity and output 

Delivery date 
Date activity is 
to be delivered 
and estimated 
work days  

a. Evaluation 
Design & Inception 
report  
 
 
 

Inception report – outlining 
the evaluation design, 
methodology, reporting 
milestones and work plan  
 
 

• Review programme 

documentation, monitoring 

and evaluation data 

• Consult with programme 

management team 

• Design evaluation: define 

questions, key stakeholders, 

methodology, plan 

approach 

• Write inception report 

By 28 
February, 
2022 
(7 days) 
 
 
 
 
 
 
 
 

b. Evaluation 
implementation – 
in country 
assessment 

Organise and conduct 
programme evaluation 

• Organise logistics for in-

country consultations 

• Conduct interviews and 

evaluation with key 

stakeholders according to 

agreed methodology and 

approach 

01 – 25 March 
2022 
(10 days) 

c. Evaluation 
implementation – 
analysis 1  

Preparations for sense-

making workshop 

• Analyse and synthesise data 

from evaluation process 

• Identify key findings, 

learnings and themes 

• Prepare materials to 

conduct a follow up sense-

making workshop with CR 

and partners 

26 – 29 March 
2022 
(3 days) 

d. Evaluation 
implementation – 
analysis 2 

Sense-making workshop • Conduct sense-making 
workshop in Bougainville 

1 April 2022 
(1 day) 
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Project/Activity 
List of key activities 
to be carried 

Deliverable 
Specific deliverable/output 
related to each activity 

Indicative Consultant Activities 
Breakdown of tasks to conduct 
this activity and output 

Delivery date 
Date activity is 
to be delivered 
and estimated 
work days  

e. Evaluation 
report – Draft  

Draft evaluation report • Write draft evaluation 
report based on findings 
from in-country evaluation 
and sense-making 
workshop 

15 April 2022 
(7 days) 

f. Evaluation 
report - Final 

Final evaluation report • Discuss draft report with CR 
team, refine according to 
feedback from CR and 
partners 

• Finalise evaluation report 

30 April 2022 
(2 days) 

Total number of days:  30 days  

 

E. SUMMARY OF PROPOSED WORKING IN DAYS 

Sub-project/ key activities Total Days 

1. Evaluation Design & Inception report 7 

2. Evaluation implementation – in country assessment 10 

3.  Evaluation implementation – analysis 1 3 

4. Evaluation implementation – analysis 2 (sense making workshop) 1 

5. Evaluation report – Draft 7 

6. Evaluation report - Final 2 

TOTAL DAYS  30 

 

F. ADMINISTRATION 

Invoicing 

In addition to the requirements outlined in the consultancy agreement (section 8), please ensure your 
invoice is addressed to Conciliation Resources Australia, 552 Victoria St, North Melbourne, VIC 3051; 
and includes your International transfer bank details. 

Reporting  

The consultant will report to Conciliation Resources’ Papua New Guinea Project Manager. 

Security and safeguarding  

In the course of their work, the consultant must consider their own safety and the safety of others, 

ensuring they abide by the Safeguarding Policy and the Safety and Security Policy. In particular the 

consultant should consider how to ensure they do no harm during the course of the consultancy. If the 

consultant hears or sees anything that does not look right, they should raise a protection or safeguarding 

concern by emailing safeguarding@c-r.org. 

Gender equality and diversity  

mailto:safeguarding@c-r.org
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The consultant must demonstrate a commitment to gender equality, diversity and inclusion, including a 
respect for diverse cultures and ways of working and adhere to CR's equality, diversity and inclusion 
policy. 

 

F. PERSON SPECIFICATION 

• Experience of designing and implementing peacebuilding evaluations (essential) 
• Experience and knowledge of facilitating qualitative research methods in cross-cultural contexts 

(essential) 
• Sound knowledge and understanding of community-led peacebuilding structures (desirable) 

• Sound knowledge and understanding of connecting different sectors of society- i.e. civil society 
and government to achieve peacebuilding outcomes (desirable) 

• Experience in the Pacific region, preferably in Papua New Guinea (desirable) 

• Interpersonal skills backed by knowledge and experience that evokes trust and openness with a 
range of evaluation participants (essential) 

• Ability to establish strong working relationships with programme teams and partner 
organisations (desirable). 

• Strong verbal and written English language skills. 
 

The post holder may be expected to undertake some travel to the region.  
 

G. APPLICATION PROCESS 

To apply please submit: 
• a brief CV outlining relevant experience; and  
• a cover letter detailing your suitability for the consultancy, including expected daily rate.  

 
All proposals should be emailed to aurecruitment@c-r.org with the headline ‘Consultant - Bougainville, 
Programme Evaluation’ by 6 February 2022. 
 
  

http://aurecruitment@c-r.org/
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Annex 1: Outcome Harvesting 

Adapted approach for Conciliation Resources 

At Conciliation Resources we are committed to learning from our work, making informed choices and 
developing programmes that better respond to the needs of those most affected by conflict. We also 
want to build and use evidence to make a stronger case for peacebuilding to national and international 
policy actors. 

Our MEL strategy plans to: 

• Place the organisational theory of change at the centre of our work. 

• Create spaces to constantly reflect on how we achieve our theory of change goals 

• Verify if our and our partners’ activities are leading to the intended change. 
• Ensure that our MEL systems are gender-sensitive and inclusive 

We will be using an adapted version of the Outcome Harvesting methodology to facilitate systematic 

monitoring of our work and to ‘harvest’ our results on an ongoing basis. 

What is Outcome Harvesting? 

Outcome harvesting is a monitoring and evaluation approach that brings together elements of ‘outcome 

mapping’ – which looks at changes in behaviour – and ‘utilisation-focused evaluation’, which aims to 

make evaluations as useful as possible for the intended users. Outcome Harvesting collects evidence of 

what has changed (outcomes) and then works backwards to determine whether and how an intervention 

has contributed to these changes. 

Outcomes are defined as changes in behaviours, actions, relationships, policies or practices of one or 

more social actors influenced by an intervention. 

Unlike some evaluation approaches, Outcome Harvesting does not limit itself to measuring progress 

towards predetermined objectives or outcomes. It explores much more than that including which other 

actors also contributed to that change and how. The outcomes can be positive or negative, intended or 

unintended, direct or indirect, but the connection between the intervention and the outcomes should be 

reasonable. 

Therefore the Outcome Harvesting methodology takes into consideration that social change is a long-

term and complex process where attribution is not only difficult to draw, but that the process of doing so 

is inherently flawed as no single initiative can claim attribution for large scale changes frequently sought 

by peacebuilding initiatives. 

Why is outcome harvesting beneficial? 

Outcome Harvesting has proven to be effective in the peacebuilding sector as it allows organisations to 

adapt to constantly evolving contexts. A flexible method is particularly appropriate in more dynamic and 

uncertain environments in which unintended outcomes dominate.  

 

Although it can serve to monitor the changes in behaviour of social actors influenced by an intervention 

(needed for performance reporting), it is designed to go beyond this, capturing and summarising 

intangible changes that are inherently difficult to measure. 
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What will the Outcome Harvesting process look like? 
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