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TERMS OF REFERENCE

TITLE — WASH Systems Strengthening Evidence Synthesis Consultant
CONTRACT MODALITY Individual Consultancy

DUTY STATION Nairobi, Kenya (Remotely)

DURATION OF CONTRACT 9 Months

Purpose of Assignment
Summary: To synthesize credible, compelling evidence of how UNICEF WASH systems strengthening

technical assistance has contributed to stronger government-led WASH systems and improved service
coverage, quality, sustainability and resilience over the past 10-15 years.

Background. UNICEF WASH programming globally has increasingly shifted from direct service delivery and
infrastructure support towards technical assistance that helps governments strengthen the systems
required for sustainable, equitable, climate-resilient and at-scale WASH services. This work, previously
often described as upstream support, is now more explicitly understood as systems strengthening. It
includes support to policy formulation, legal and regulatory reform, sector financing, institutional
architecture, workforce development, planning, monitoring, evaluation and learning, and accountability. It
is also increasingly central to UNICEF WASH programming as external financing for direct service delivery
declines.

Systems strengthening rationale. UNICEF has a distinctive role because of its long-standing access to
governments, its presence across country typologies, and the scale and duration of its support to national
and subnational governments. While the direct outputs of systems strengthening support are often visible
- such as policies, standards, regulations, coordination mechanisms, capacity development packages,
monitoring systems and institutional reforms - the outcomes are harder to quantify precisely. The
assignment therefore requires a contribution-focused evidence synthesis rather than a narrow attribution
study.

Conceptual framing. The assignment will use UNICEF’s 2024 WASH systems strengthening framework and
reference guide as the principal conceptual anchors. In this framing, a WASH system includes the
infrastructure, people and governance that make WASH service delivery possible. Strong WASH systems
are those that provide sustainable, at-scale and resilient WASH services, maintain behaviour change, and
progressively reduce inequality. UNICEF’s systems strengthening approach works across three mutually
reinforcing levels: managing drivers of WASH systems, reinforcing key governance functions, and improving
interactions across actors, functions, levels and sectors.

Overall objective. The objective of the consultancy is to review and synthesize evidence from a purposive
sample of countries to demonstrate the value of UNICEF's WASH systems strengthening technical
assistance to governments over the past 10-15 years, and to identify how UNICEF can strengthen its future
offer to governments, partners and donors.

Intended use. The products will be used by UNICEF Global WASH Practice, regional offices and country
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offices to communicate the contribution of systems strengthening support, improve programme design,
inform donor engagement and proposals, guide country-level contribution narratives, and strengthen
UNICEF’s positioning in an increasingly resource-constrained environment.

Scope of Work
Overall scope. The consultant will design and implement a mixed-methods evidence synthesis that reviews

UNICEF’s WASH systems strengthening support in a select number of countries. The assignment will analyze
how support has been delivered, what outputs were produced, what changes in systems and service
outcomes are plausibly linked to UNICEF support, and what lessons should shape UNICEF’s future systems
strengthening offer.

Primary lines of inquiry. The synthesis should answer the following questions:

1. What types of WASH systems strengthening support has UNICEF provided to governments over the past 10-
15 years, and how has this evolved?

2. Which outputs and intermediate system changes are most clearly associated with UNICEF support, by
country typology and sub-sector?

3. What evidence exists that UNICEF support contributed to improvements in WASH coverage, quality,
sustainability, resilience, equity or accountability?

4. Which pathways of contribution are most credible - for example through policy and strategy, institutional
arrangements, financing, planning and monitoring, capacity development, regulation, service delivery
arrangements, or cross-sectoral coordination?

5. What delivery modalities, partnerships, resources, skills, tools and monitoring approaches have enabled or
constrained UNICEF’s systems strengthening support?

6. What changes are needed for UNICEF to make its systems strengthening offer more coherent, measurable,
compelling and better aligned with government and donor needs?

Core Activities

¢ Inception and evidence protocol. Develop a detailed workplan, analytical framework, evidence synthesis
protocol, country sampling criteria, interview guides, data request list, outline of deliverables, and quality
assurance approach.

¢ Portfolio and document review. Review relevant UNICEF global, regional and country documents, including
RAM annual narratives, country programme documents, WASH strategy documents, donor reports,
evaluations, WASH Bottleneck Analysis Tool outputs where available, sector review documents, national
policies, programme reports, and country case documentation.

¢ Data mapping and quantitative analysis. Compile and analyze relevant quantitative sources, including
WASH Core Standard Indicator values, JMP household and institutions datasets for SDG 6.1 and 6.2, GLAAS
data, sector finance and public expenditure data where available, country-level monitoring data, and other
relevant datasets. The analysis should be disaggregated by sub-sector - water, sanitation and hygiene - and
by institutions where data permit.

¢ Country case studies. Prepare concise but evidence-rich country case studies that map UNICEF inputs and
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outputs, government-led system changes, plausible contribution pathways and observed WASH outcome
trends. Case studies should include a clear assessment of the strength of evidence and contribution claims.

¢ Key informant interviews and validation. Conduct remote interviews and focused consultations with
UNICEF global, regional and country staff, selected government counterparts, development partners, donors
and technical partners, as agreed with UNICEF. Facilitate at least one validation session with UNICEF and,
where feasible, selected country office representatives.

¢ Synthesis of contribution pathways. Use contribution analysis, outcome harvesting, process tracing and
realist review principles to identify recurring pathways through which UNICEF support plausibly contributed
to stronger WASH systems and improved service outcomes.

¢ Future offer analysis. Assess what UNICEF should change to enhance its systems strengthening offer,
including scope, prioritization, technical capacity, measurement, partnerships, donor positioning, knowledge
management, country support modalities and resourcing models.

¢ Country office methodology guide. Prepare a practical guide and templates that country offices can use to
develop their own evidence-based narratives for proposals, donor briefs, advocacy, partnership discussions
and programme reporting.

¢ Finalization and knowledge products. Revise all deliverables based on UNICEF feedback and provide clean,
editable final versions, including any data extraction matrices, interview guides, evidence rating tools and
visual charts developed during the assignment.

b. Methodology and Approach

Overall design. The consultancy will use a mixed-methods, contribution-oriented evidence synthesis. It will
not attempt to prove direct attribution of service coverage gains to UNICEF support. Instead, it will establish
plausible, evidence-based contribution narratives by triangulating qualitative evidence on UNICEF-supported
outputs and system changes with quantitative trends in service coverage, quality, institutional performance,
financing, equity and resilience indicators.

Analytical framework. The consultant will organize the analysis using UNICEF’'s WASH systems strengthening
framework, including:

* The three levels of intervention: WASH system drivers; key governance functions; and interactions across
governance functions, actors, sectors and administrative levels.

¢ The four phases of the intervention cycle: understand, find leverage points, mobilize and implement.

e The nine key governance functions clustered under the five SWA building blocks: policy and strategy;
coordination; service delivery arrangements; regulation and accountability; budgeting; finance; planning;
monitoring, evaluation and learning; and capacity development.

e The broader drivers of WASH systems: structural factors, institutional factors and political leadership,
including equity, climate risk, fragility, decentralization, public finance management, social norms and
intersectoral dynamics.

Country sampling. The consultant will propose a purposive sample of countries for UNICEF approval. The
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sample should be manageable but diverse enough to represent the continuum of contexts in which UNICEF
works, including low-income countries, middle-income countries, fragile and conflict-affected settings,
countries with major climate exposure, countries with strong government systems, and countries with
significant WASH disparities. The sample should also allow comparison across water, sanitation and hygiene
programming and across household and institutional WASH, where relevant.

Evidence sources. The synthesis should draw on, at minimum, the following sources where available:

¢ UNICEF RAM annual narratives, country programme documents, programme strategy notes, donor reports,
evaluations and annual reports.

¢ UNICEF WASH Core Standard Indicator datasets and related country performance dashboards.

¢ JMP household and institutions datasets for SDG 6.1 and 6.2, including WASH in schools and health-care
facilities where available.

¢ GLAAS country reports and enabling environment indicators.

¢ National WASH sector policies, strategies, legislation, standards, regulations, financing strategies,
institutional reform documents, sector reviews and public expenditure documentation.

* WASH-BAT outputs, sector-wide sustainability checks, accountability mapping, joint sector review outputs
and other systems diagnostic tools where available.

¢ Key informant interviews, consultation notes and validation feedback.

Contribution analysis approach. The consultant will reconstruct the logical chain from UNICEF-supported
inputs and outputs to intermediate system outcomes and service-level changes. For each country case, the
consultant should identify contribution claims, test them against available evidence, explore alternative
explanations, and assign a transparent confidence rating. The analysis should recognize the role of
governments and partners as primary owners of reforms and service outcomes.

Quantitative analysis. Quantitative analysis should include descriptive trend analysis rather than complex
econometric attribution unless data quality permits and UNICEF agrees. The consultant should examine
trends before, during and after major UNICEF-supported system changes, noting time lags, changes in
definitions and data limitations. Relevant analysis may include changes in coverage levels, service quality,
inequalities, institutional WASH indicators, budget allocations and utilization, presence of sector plans or
monitoring systems, and other enabling environment measures.

Qualitative analysis. Qualitative analysis should identify patterns of change in governance, institutional
performance, financing, capacity, accountability, coordination, planning and monitoring. The consultant
should use structured coding or an equivalent transparent approach to analyze documents and interviews,
and should produce short contribution stories that connect UNICEF support to government-owned system
changes.

Sub-sector disaggregation. Where evidence permits, findings should be disaggregated by water, sanitation
and hygiene, and by WASH in institutions where relevant. The synthesis should avoid presenting WASH as a
single undifferentiated sector when evidence and contribution pathways differ across sub-sectors.
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Limitations and exclusions. The assignment is not a formal evaluation, impact evaluation or audit. It is not
expected to review every UNICEF country programme or produce a complete global inventory of all systems
strengthening outputs. The consultant should document data gaps, limitations, risks of bias and the boundary
between evidence, plausible inference and professional judgement.

Ethics, confidentiality and data protection. The consultant will handle UNICEF internal documents and
datasets confidentially, use interviews only for the purpose of this assignment, seek consent from
interviewees, avoid unattributed sensitive claims, and store all data securely. Interview findings should be
reported in a way that does not expose individual staff or government counterparts unless explicit permission
is provided.

c. Geographical Boundaries

¢ The assignment has a global scope but will use a purposive sample of countries rather than a universal
country-by-country review.

¢ The consultant should propose approximately 8-10 countries for in-depth review, with the final number
confirmed during inception based on data availability, geographic balance, typology, UNICEF priorities and
feasibility.

* The sample should include countries from multiple UNICEF regions and should cover a mix of low-income,
middle-income, fragile and conflict-affected, climate-exposed, rapidly urbanizing and high-disparity contexts.

¢ The country sample should include examples where UNICEF has provided sustained systems strengthening
support over a sufficiently long period to allow review of outputs, system changes and outcome trends.

¢ The assignment will be conducted primarily remotely. Field visits are not included in the base scope, but
UNICEF may decide to add limited travel if it is considered essential and resources permit.

d. Deliverables

Deliverable 1 - Global narrative report on UNICEF’'s contribution to WASH systems strengthening
outcomes. A concise but evidence-rich report that explains how UNICEF WASH systems strengthening
technical assistance has contributed to government-led changes in WASH systems and, where evidence
supports it, to accelerated improvements in service coverage, quality, sustainability, resilience, equity and
accountability. The report should include the methodology, country case examples, contribution pathways,
evidence strength ratings, trend charts, limitations and implications for donor and partner engagement.

Deliverable 2 - Report on how UNICEF should enhance its systems strengthening offer. A forward-looking
report that identifies what UNICEF should change to make its systems strengthening support more strategic,
coherent, measurable and compelling to governments, donors and partners. It should cover delivery
modalities, staff capabilities, country support models, measurement and results frameworks, partnerships,
knowledge management, financing and donor positioning.

Deliverable 3 - Methodological guide for country offices. A practical guide that country offices can use to
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develop country-level narratives of UNICEF’s contribution to systems strengthening. The guide should
include a step-by-step process, sample structure, evidence matrix, data extraction template, interview guide,
contribution claim template, rating criteria for strength of evidence, suggested visuals and guidance for
adapting narratives for proposals, donor briefs, advocacy and programme reporting.

Supporting deliverables. The consultant should also submit an inception report, country case study briefs or
matrices, datasets and charts used in the analysis, interview tools, a validation presentation, and editable
versions of all templates and annexes.

Roles and Responsibilities (Consultant and UNICEF)
Consultant responsibilities. The consultant will be responsible for:

e Preparing the inception report, workplan, analytical framework, sampling proposal, interview guide and
data extraction tools.

¢ Reviewing and synthesizing all agreed documents and datasets provided by UNICEF and available public
sources.

Consultant Responsibilities
¢ Conducting agreed key informant interviews and maintaining accurate interview notes.

¢ Analyzing qualitative and quantitative evidence and developing contribution narratives, trend charts, case
studies and evidence confidence ratings.

* Preparing and revising all deliverables in a clear, concise and publication-ready style.

¢ Facilitating validation sessions and incorporating feedback from UNICEF global, regional and country office
reviewers.

¢ Maintaining confidentiality of internal UNICEF documents, data and interview information.

¢ Submitting all final outputs in editable formats, including Word, PowerPoint and Excel files where relevant.
UNICEF Global WASH Practice Responsibilities

UNICEF will be responsible for:

¢ Designating a contract manager, technical focal point and reference group to guide the assignment.

¢ Providing access to relevant internal datasets and documents, including RAM narratives, WASH Core
Standard Indicator data, country programme documents, evaluations, donor reports and other internal
material as feasible.

e Supporting access to relevant public datasets, including JMP and GLAAS, and clarifying UNICEF indicator
definitions where needed.

¢ Approving the country sample, methodology, workplan and interview list during inception.

¢ Facilitating introductions to UNICEF regional and country office staff and, where appropriate, government
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counterparts, donors and partners.

¢ Providing timely consolidated feedback on deliverables, preferably through one lead focal point to avoid

conflicting guidance.

¢ Organizing or co-organizing validation meetings and internal review sessions.

¢ Ensuring that sensitive internal data are shared in accordance with UNICEF information management and

data protection procedures.

Review and approval arrangements. The consultant will submit each deliverable to the UNICEF technical
focal point. UNICEF will provide consolidated feedback within an agreed timeframe, normally 5-10 working
days depending on the complexity of the deliverable. Final acceptance will be based on the quality criteria in

this ToR and the agreed workplan.

Work Assignment Overview

Deliverables/ Outputs (SMART)*

Delivery deadline

Inception and start-up

Prepare evidence synthesis protocol;
proposed country sampling criteria and
country sample; data request list;
outline of reports; interview guide; risk
and quality assurance plan.

Inception meeting; Assignment workplan;

28-Aug-26

Document and data mapping

Evidence map covering RAM narratives,
CIS data, JMP, GLAAS, country
programme documents, evaluations,
donor reports, national sector
documents and other sources;

An annotated bibliography of available data
with an extraction matrix.

25-Sept-26

Portfolio typology and analytical
framework

Identify contribution pathways aligned
with the UNICEF WASH systems
strengthening framework and reference
guide.

Report on the typology of UNICEF systems
strengthening support by country, sub-
sector and governance function;

09-Oct-26

Country case study analysis

This should cover UNICEF inputs,
systems strengthening outputs, system
changes, outcome trends, contribution
claims, alternative explanations and
strength of evidence

Draft country case study matrices/briefs for
approximately 8-10 countries. Actual
number to be agreed during the inception
meeting.

20-Nov-26

Quantitative trend analysis

Dataset and charts summarizing
relevant trends in WASH coverage,
service quality, inequalities, institutional

WASH coverage trend analysis report

18-Dec-26
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WASH, enabling environment
indicators, financing and other
indicators where available; short
interpretation note on data limitations.

Key informant interviews and validation | Interview findings report. 01-Jan-27
of emerging findings

Interview notes/synthesis; emerging
findings deck; validation session with
UNICEF reference group and selected
regional/country office colleagues;
updated contribution claims.

Draft report on UNICEF’s contribution Draft narrative report on UNICEF
to WASH systems strengthening contribution

outcomes, including methodology, case
evidence, trend analysis, contribution
pathways, confidence ratings,
limitations and strategic implications.

29-Jan-27

Report outlining what UNICEF should Report on future UNICEF systems
change to enhance the clarity, strengthening offer

coherence, quality, measurement and
strategic positioning of its systems
strengthening offer to governments and
partners.

12-Feb-27

Finalization of all products Dataset package 12-Mar-27
Final datasets collated and submitted to
UNICE including charts, templates and
annexes; clean editable Word files; any
accompanying PowerPoint or Excel
tools agreed during inception.

Payment Schedule:

Payment will be made on submission and acceptance of deliverables. UNICEF reserves the right to withhold
payment in case the deliverables submitted are not up to the required standard or in case of delays in
submitting the deliverables on the part of the consultant.

Important Notes

Individuals engaged under a consultancy or individual contract will not be considered “staff members”
under the Staff Regulations and Rules of the United Nations and UNICEF’s policies and procedures and
will not be entitled to benefits provided therein (such as leave entitlements and medical insurance
coverage). Their conditions of service will be governed by their contract and the General Conditions of
Contracts for the Services of Consultants and Individual Contractors. Consultants and individual
contractors are responsible for determining their tax liabilities and for the payment of any taxes and/or
duties, in accordance with local or other applicable laws.

The selected candidate is solely responsible for ensuring that the health insurance (and visa if applicable)
required to perform the duties of the contract are valid for the entire period of the contract. Selected
candidates are subject to confirmation of fully-vaccinated status against SARS-CoV-2 (Covid-19) with a
World Health Organization (WHO)-endorsed vaccine, which must be met prior to taking up the
assignment. It does not apply to consultants who will work remotely and are not expected to work on or




unicef& | for every child

visit UNICEF premises, programme delivery locations or directly interact with communities UNICEF works
with, nor to travel to perform functions for UNICEF for the duration of their consultancy contracts.

e UNICEF offers reasonable accommodation for consultants with disabilities. This may include, for
example, accessible software, travel assistance for missions or personal attendants. We encourage you
to disclose your disability during your application in case you need reasonable accommodation during
the selection process and afterwards in your assignment.

QUALIFICATIONS / SPECIALIZED KNOWLEDGE / EXPERIENCE/ COMPETENCIES
(CORE/TECHNICAL/FUNCTIONAL) / LANGUAGE SKILLS REQUIRED FOR THE ASSIGNMENT

Education

Advanced university degree in water and sanitation, public policy, development studies, economics,
governance, public health, evaluation, engineering, social sciences or another relevant field. A PhD is
an asset but not required.

Work Experience

¢ Demonstrated experience conducting evidence syntheses, evaluations, contribution analysis, outcome
harvesting, political economy analysis, sector review or similar assignments.

¢ Strong knowledge of WASH sector monitoring, including SDG 6.1 and 6.2 indicators, JMP datasets, GLAAS
sector finance data, enabling environment monitoring, and UNICEF or UN results reporting systems.

¢ Experience working with governments and development partners in low- and middle-income countries,
including at least some experience in fragile, climate-vulnerable or complex operating environments.

¢ At least 10 years of progressively responsible experience in WASH with substantial experience in WASH
systems strengthening, governance, policy, institutional reform, sector financing, monitoring and
evaluation, or service delivery sustainability.

Language Requirements
¢ Professional working proficiency in English.
Knowledge/Expertise/Skills

¢ Proven ability to analyse qualitative and quantitative evidence, triangulate findings and present complex
systems change in clear, compelling language.

¢ Excellent writing skills in English, including the ability to produce strategic reports, and donor-facing
narratives.

Desirables

¢ Previous experience with UNICEF, UN agencies, SWA, WHO, UN-Water, World Bank, bilateral donors or
major WASH sector partners.

¢ Experience developing methodologies, toolkits or guidance notes for country offices or government
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partners.

¢ Familiarity with UNICEF RAM, Core Standard Indicators, country programme planning and donor reporting
processes.

¢ Experience with data visualization, dashboards or presentation of WASH trend data for non-technical
audiences.

* Working knowledge of French, Spanish, Arabic or another UN language is an asset, especially if the sample
includes countries where these languages are operationally useful.




