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Terms of Reference (TOR)  

Internal Mid-term Evaluation 

Draft (September 2018) 

  

Project Title Rights at Work: Promoting Harmonious Labour Relations through 
Collective Bargaining in China  

 

Technical Cooperation 
code 

CHN/15/03M/USA 

Administrative Unit ILO Country Office for China and Mongolia 

Technical Backstopping 
Unit 

INWORK, ILO Geneva 

Donor agency DRL, US Department of State 

Project duration 29 August 2016 to 28 August 2019 

Budget USD 1,455,518 with contribution of USD 1,200,000 from DRL 

Period covered by the 
evaluation 

August 2016 to December 2018 (28 months) 

Date of Evaluation December 2018- March 2019 

 

1. Introduction and rationale for evaluation 
 
Since August 2016, the ILO Country Office for China and Mongolia has implemented a project “Rights 
at Work: Promoting Harmonious Labour Relations through Collective Bargaining in China” (Rights at 
Work project).  The project was costed at USD 1,455,518, with USD 1.2 million received from the US 
Department of State (USDOS) and the rest covered by ILO’s internal resources.   It was initially 
planned that the project would be completed in 36 months, starting in August 2016.  The project’s 
mid-term evaluation is initially planned at the 18th month after the project’s start and will be an 
internal evaluation.  
 
Although the project has been implemented for about two years since August 2016, the inception 
phase and the pre-training phase have taken longer than initially foreseen.  Major reasons include 
the challenging negotiating process of finalizing the MOU with MoHRSS (labour ministry), getting the 
full engagement of the partners in the development process of national case studies (high demands 
for coordination) and a participatory learning process about the training module development with 
the aim of building national ownership of the products.  Therefore the ILO plans to apply for a no-
cost extension, revising the project end date ideally to 30 June 2021 so as to complete the project 
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activities and achieve the project objectives. Should this extension be accepted, the actual mid-point 
of the project implementation will be around early 2019, with the final report of the mid-term 
evaluation expected to be completed by the end of March 2019.  
 
The evaluation will be conducted to review the project performance, using the OECD/DAC criteria 
(relevance, effectiveness, efficiency, impact and sustainability). It will examine whether gender 
concerns have been effectively mainstreamed in the project design and implementation.  The 
findings and recommendations of the evaluation will enhance learning within the ILO and among key 
stakeholders and help guide the project team in adjusting the project’s approach and scope for 
implementation during the project’s remaining and extended period.  
 
2. Project Background and Brief 

Contextual background   

Industrial relations in China have undergone remarkable changes since China’s transition to market-
based economy in the late 1970s, transforming from an administrative system of workforce allocation 
into a market-oriented system based on labour contracts. To institutionalize the market-oriented 
employment relations and practices en route to building a “socialist harmonious society”, from the 
2000s onwards, the Chinese government has promulgated a series of labour-related laws and 
regulations to enhance the legal basis of labour relations. The government, along with other tripartite 
constituents, especially the All-China Federation of Trade Unions (ACFTU), has highlighted and 
strengthened key mechanisms of collective contract and collective negotiation through a succession 
of policies, programmes, and plans on the national level, which have been complemented by and 
implemented through  local level experimentations and initiatives. 
 
The efforts to promote collective contract and collective negotiation system since the CPC Central 
Committee issued the historical document “Opinion on Major Issues on Construction of Socialist 
Harmonious Society” in 2006 have brought about tremendous changes. There have been positive 
outcomes in terms of quantitative growth in union density and collective negotiation coverage. This 
was accompanied by gradual improvement in union representative capacity at various levels. On the 
other hand, given the volume and diversity of labour disputes, challenges remain in legal enforcement, 
and in terms of the quality of collective negotiations as a way of day-to-day communication, dispute 
prevention and resolution mechanism, as well as regular institution of governing and adjusting labour 
relations. 
 
Since late 2014, China’s economy has entered into a period of “new normal”, characterized by lower 
GDP growth rate, and a transformation of the growth model from highly investment-driven to 
consumption-led. Collective negotiation is thus regarded by the Chinese government and CPC as a 
useful means for fostering greater capacity of people for consumption with increased incomes.   
Meanwhile, it is noteworthy that along with the “supply-side structural reform” initiated by the 
Chinese government to boost the quality of the Chinese economy, which includes cutting excessive 
production capacity of outdated industries such as steel, coal, cement, etc., challenges to harmonious 
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labour relations have been on the rise and created substantial pressure on collective negotiation as 
relevant parties prefer quick actions that can immediately dissolve the “instable” factors. 

 

Project brief   

The Rights at Work project aims to build the institutional capacity of Chinese workers, employers, and 
their respective organizations to carry out voluntary collective bargaining and to resolve collective 
bargaining disputes efficiently and effectively. It further aims to support the ILO’s tripartite 
constituents in China to strengthen collective bargaining institutions and governance frameworks for 
the promotion and improved application of core labour standards, especially in relation to 
disadvantaged groups of workers such as women and rural migrants. A key contribution of the project 
is to enhance the collective bargaining strategies and agendas of workers’ organizations to ensure the 
interests of these workers are better represented in collective contracts and to facilitate their 
meaningful participation in bargaining processes. 

The main outputs of the project will be a series of training modules and tailored advice to build the 
capacity of collective bargaining representatives involved in the pilot programmes. The training will 
help the representatives develop their agenda and action plans for collective bargaining and dispute 
resolution. Their experiences will be documented, analysed, and shared with tripartite constituents at 
various levels and a wider group of stakeholders that are involved in labour relations such as NGOs, 
mediators, arbitrators, legal practitioners, etc. Based on the outcomes of the pilot programmes and a 
comparative analysis of collective bargaining and dispute resolution regulatory frameworks, a policy 
paper will be produced for the tripartite constituents to discuss developments and improvements in 
higher-level (such as national and provincial) laws, policies, institutions and governance frameworks. 

The Rights at Work project has two objectives as follows, each with specific outcome: 

Objective 1: To strengthen collective bargaining processes and institutional capacity for more 
inclusive & sound labour relations at various levels 
Expected outcome 1: Workers, employers and their respective organizations in the pilot 
programmes strengthen their institutional capacity to negotiate a range of issues in collective 
contracts and to extend the coverage of collective contracts that represents the rights and 
interests of vulnerable groups of workers. 
Objective 2: More effective institutions and governance frameworks for collective bargaining 
and labour dispute resolution 
Expected Outcome 2: Enhanced legislative provisions on collective bargaining and collective 
interest dispute resolution in national and local laws 

The project is part of the ILO’s global and China-specific programme priority. The project 
achievements, particularly the experiences from the pilot programmes, will feed directly into — and 
provide China’s home grown evidence for — ILO’s dialogue with and technical assistance to the ILO 
constituents on issues related to collective bargaining and the policy goals of harmonious labour 
relations, a greater role of market forces and reduced labour disputes.  
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The project contributes to China Decent Work Country Programme 2016-2020, specifically Country 
Priority 3: strengthen the rule of law and the realization of fundamental principles and rights at work. 

Management arrangements 

The ILO Country Office for China and Mongolia is responsible for the overall implementation of the 
project. The project is managed by a National Project Coordinator (NPC) based in the ILO Beijing Office 
and reports to the director of the ILO Beijing. A project assistant in Beijing provides administrative and 
financial support.  

The project works closely with the Inclusive Labour Markets, Labour Relations and Working Conditions 
Branch (INWORK) in Geneva and the ILO Decent Work Team for East and South-East Asia and the 
Pacific in Bangkok.  

Implementation arrangements 

The project implementation is carried out by the ILO in close collaboration with the Mnistry of Human 
Resources and Social Security (MoHRSS). The ILO is responsible for the managing the overall project 
delivery, overseeing the technical and administrative aspects of the project implementation; while 
MoHRSS is responsible for coordinating with social partners (detailed division of responsibility can be 
found in the ILO-MoHRSS MOU for implementing the project).  

A Project Steering Committee (PSC) and a Project Office were established to promote successful 
implementation of the project. The major responsibilities of the PSC include: to approve annual 
workplan, make decisions on the scope of project implementation, activities and budget, and address 
major issues arising from project implementation. The PSC is constituted by the Project Directors (ILO 
and MoHRSS) and Project Executive Director (MoHRSS). The Project Office consists of members from 
MoHRSS, ACFTU, and two national employers’ organizations - China Enterprise Confederation (CEC), 
and All-China Federation of Industry and Commerce (ACFIC), jointly responsible for regular 
management of the project.  

The project contracted individual international and national consultants/institutions to conduct 
specific research products and to develop the training modules that will provide knowledge, good 
practices and practical tools and methodologies for target groups (government officials, employers 
and workers).   

Progress to date  

The project spent substantial time to negotiate with MoHRSS to set up the collaboration modality. In 
April 2017 (eight months after the project commenced), the ILO and MoHRSS signed a MOU for 
implementing the project, which defines a collaboration framework and work plan. 

The first component i.e. case studies documenting good practices and developing three training 
modules turned out to require much longer time to produce good quality products. By September 
2018, the national case studies are at finalizing stage, consolidating comments from the ILO and 
stakeholders. The three training modules need more work in particular to finalize the content to 
respond to the partners’ requests and be transformed to practical training packages.  

https://www.ilo.org/beijing/information-resources/public-information/WCMS_552265/lang--en/index.htm
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The project has selected three Focus Areas (provinces) – Inner Mongolia, Hubei and Jiangsu for piloting 
training programmes. Although training has not yet started, local tripartite members have been 
engaged in various consultations for national case studies, training module development and project 
progress update.  

Please refer to the latest quarterly report for detailed progress update.  
 
3. Purpose, Scope and Clients of the Evaluation 

Purpose 

The purpose of this mid-term evaluation is to  ensure that progress and results of the project are 
monitored, analyzed, understood, communicated and acted upon in a timely, efficient and result-
based manner by a comprehensive assessment of relevance, effectiveness, efficiency, impact and 
sustainability of the project interventions. In particular, it services two main purposes: 

(1) It will assess progress towards the project objectives, identify key challenges and any factors 
that may have affected the project and its implementation. It will present an objective 
assessment of the extent to which the project responds to the needs of the national partners; 
their commitment to the realization of the project’s objectives and their capacity to deliver 
on these. 

(2) The evaluation findings and suggstions will inform the adjustments of the project’s strategy 
and plan in the second half of the project life, and contribute to knowledge development of 
the ILO and project stakeholders.  

Scope 

The evaluation will cover the period from August 2016 to December 2018, to create an accurate and 
comprehensive picture of the project implementation, generating findings on evaluation criteria and 
documenting good practices and lessons learned. The evaluation will integrate gender equality and 
non-discrimination as a cross-cutting concern throughout its methodology and all deliverables 
including the final report.  

Clients 

The clients and users of this mid-term evaluation include the ILO project team, management and 
specialists at country, regional and Headquarters levels, donor, and the Ministry of Human Resources 
and Social Security and project partners in China.  

 
4. Evaluation criteria and questions 

The evaluation will examine project implementation against the hereunder criteria by addressing the 
following questions. The evaluator will develop a more detailed analytic framework of questions and 
sub-questions to carry out the evaluation.  
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RELEVANCE and 
strategic fit of the 
project  

 

- To what extent the project objectives/outcomes are relevant to the 
needs of the beneficiaries? Specifically: 

o National and local tripartite constituents  
o Workers and employers 
o Disadvantaged vulnerable groups of workers (e.g. women 

workers, migrant workers, non-unionized workers, workers in 
non-traditional forms of work) – how to reach out to these 
groups? 

- Were project methodologies and approaches in line with the project 
partners’ capacities and expectations? 

- To what extent have the project’s interventions so far contributed to 
promoting inclusiveness in collective bargaining and  fundamental rights 
including the principles of relevant ILO instruments (e.g. Right to 
Organize and Collective bargaining Convention C98 and Collective 
Bargaining Convention C154)?  

- Should the project design and methodology be modified to improve its 
relevance in the second half of the project? If so, how? 

Project PROGRESS 
and EFFECTIVENESS  

- To what extent has the project been making progress towards its 
planned objectives?  

o What have been achieved so far? 
o What are the major constraints so far?  

- To what extent has the project secured the commitment of the project 
partners and built up national ownership? 

- How do the national project partners explain the delay in delivery?   

- Have the project approaches appropriately matched the capacity 
(including political space) of the project partners for their action?  

- What measures are required to improve the capacity of project partners 
in the second half of the project? 

- To what extent has the project ensured the interests of workers in 
particular disadvantaged groups of workers are fully taken into account 
in developing project outputs and carrying out project activities? 

EFFICIENCY of 

resource use 

 

- Have resources (funds, human resources, time, expertise etc.) been 
allocated strategically to achieve outcomes? 
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EFFECTIVENESS 

of 

management 

arrangements 
(including monitoring 
and evaluation) 

- Has the project received adequate political, technical and administrative 
support from its national partners?   

- Was there a clear understanding of the roles and responsibilities by all 
parties involved? 

- How effective is communication between the project team, the ILO and 
the project partners, as well as the donor? 

- What should be improved in the second half of the project? 

SUSTAINABILITY 

And IMPACT 

of 

the project 

 

 - How effectively has the project built necessary capacity of people and 
institutions (of national partners and implementing partners)? How 
effectively has the project built national ownership and capacity?  

- How likely the project will achieve its objectives in the second half of the 
project and what elements need to be taken into account to ensure 
sustainability of outcomes? 

 
 

5. Methodology 
 

The evaluation will be carried out in accordance with ILO standard policies and procedures, comply 
with evaluation norms and follow ethical safeguards. The evaluation will address the overall ILO 
evaluation criteria as defined in the ILO Policy Guidelines for results-based evaluation: principles, 
rationale, planning and managing for evaluations (3rd ed. 2017).  The evaluation will also take into 
account the gender issues into the evaluation process as guided by the ILO guidelines on Integrating 
gender equality in monitoring and evaluation of projects (2014). The ILO adheres to the United Nations 
system evaluation norms and standards as well as to the OECD/DAC Evaluation Quality Standards. 

The evaluation will be carried out in a participatory manner to ensure the involvement of key 
stakeholders in particular national project partners and the donor, in all phases of the evaluation, 
including preparation, field visits, report preparation and dissemination.  

The evaluation will be carried out from December 2018 to March 2019, with a final report being 
available by 31 March 2019. 

The following methods will be used as a minimum to collect information: 

Desk review: Review and analysis of documents related to the project, including  

- Project Documents: initial Project Document, Statement of Work, ILO-MoHRSS MOU, and 
work plans 

- Periodic Progress Reports submitted to the donor by ILO as per PARDEV reporting guidelines 

- Project outputs: national and international case studies, training modules, and other relevant 
studies 
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- Project documentation: workshop reports, PSC meeting reports, consultation meeting 
reports, concept notes, minutes of monthly calls/meetings with the Donor, and relevant 
correspondence 

- Other relevant documents such as the China DWCP 2016-2020, UNDAF China. 

The desk review will suggest a number of initial findings that in turn may point to additional or fine-
tuned evaluation questions. 

Field visits and interviews 

The evaluator will undertake group/individual discussions with the ILO project staff, supporting staff 
and management in Beijing. The evaluator will also have teleconference with the ILO specialists in 
Geneva and Bangkok.  

The evaluator will have group/separate meetings with project partners and national experts that have 
been actively engaged in the project activities.  

The evaluator may also participate in the project activities, such as international conference planned 
in January 2019, to gain more understanding of labour relations and collective negotiation in the 
Chinese context.  

Considering that by the time of evaluation, the training modules may not be fully available in English 
and training is yet to be started, the evaluation will focus on the assessment of the process (in 
particular commitment, capacity, and ownership of the project partners) rather than the products.  

6. Main outputs 

The main outputs of the evaluation will be comprised of:  

• Refined evaluation questions  
Upon review of the available documents and an initial discussion, through skype interviews, 
with relevant ILO officials/specialists in Beijing, Geneva and Bangkok, the evaluator will 
develop a detailed analytic framework of questions and sub-questions, based on the 
evaluation questions defined in this ToR, and consistent with Results-Based Management 
(RBM) and the OECD/DAC criteria.  
 

• Evaluation report as per the proposed structure in the ILO evaluation guidelines (see 
Checklist 5: Preparing the evaluation report) should include: 

1. Title page (standard ILO template) 

2. Table of contents 

3. Executive summary 

4. Body of the report  

o Project background 

o Evaluation background 

o Methodology 
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o Main findings 

o Gender issues assessment 

o Tripartite issues assessment 

o International labour standards assessment 

o Worker capacity assessment (in particular disadvantaged groups of workers 
such as rural migrant workers) 

5. Conclusions  

6. Lessons learned and emerging good practices 

7. Recommendations 

8. Appendices  

The main evaluation report should be concise and not exceed 25 pages excluding annexes 
(supporting data and details can be included in annexes).  

 
• A PowerPoint presentation with the preliminary findings and recommendations to be 

presented with ILO and key stakeholder group 

All draft and final outputs, including supporting documents, analytical reports and raw data should be 
provided in electronic version compatible with WORD for Windows. Ownership of the data from the 
evaluation rests jointly with the ILO and the ILO consultants. The copyright of the evaluation report 
will rest exclusively with the ILO. Use of the data for publication and other presentation can only be 
made with the agreement of ILO. Key stakeholders can make appropriate use of the evaluation report 
in line with the original purpose and with appropriate acknowledgement. 

7. Management arrangements and work plan 

Management arrangements 

The evaluation manager is Ms Zhou Jie, National Project Coordinator, ILO Country Office for China and 
Mongolia. She will ensure  the evaluation takes place according to the ToR and select the evaluator 
for the approval of the director of ILO Beijing.  

The evaluation manager will facilitate organization of the visiting programme of the evaluator for 
meetings and interviews  and ensure that ILO constituents and all relevant stakeholders are consulted 
throughout the evaluation process. The project team in Beijing will handle all contractual 
arrangements with the evaluator and provide any logistical and other assistance as may be required. 

The evaluation manager will provide the necessary support to the evaluator and discuss any technical, 
methodological or organizational matter that may arise with the evaluator. The evaluator will be 
responsible for delivering the above evaluation outputs using a combination of methods mentioned 
above. The evaluator should have experience with conducting international evaluations. She/he 
should have a proven track record in the evaluation of similar complex projects. Experience in the field 
of labour relations will be an advantage. Proficiency in Chinese is preferred.  
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Time frame and work plan for the evaluation: 

The evaluation process will encompass the approximate duration of 4 months, from 10 December 
2018 to 31 March 2019. The total effort is expected to be 15 person days to complete the full 
assignment.  

Work plan and timeframe:  

Phase Responsible person Tasks/Activities Days Proposed time frame 

1 Evaluator/evaluation 
manager 

Brief by evaluation manager, 
ILO Country Office and ILO 
specialists (skype/meeting) 

Desk review of project related 
documents 

Refine evaluation questions 

3 10-20 December 2018 

2 Evaluator Consultation meetings with 
project partners and experts 

Consultation meeting with US 
embassy representatives in 
Beijing or call with USDRL in 
D.C. 

3 7-18 January 2019 

Participate in the 
international conference (10-
11 Jan.) 

2 

Debriefing: present 
preliminary findings to ILO 
and key stakeholder group 

1 

3 Evaluator Prepare draft evaluation 
report  

5 By 28 February 2019 

Evaluation manager Organize review of the draft 
report (by ILO and partners) 
and consolidate comments 

0  

4 Evaluator Finalize the report  1 By 31 March 2019 

Total    15 days  

 

 
8. Legal and Ethical matters 
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The evaluation will comply with UN Norms and Standards. It must not reflect personal or sectorial 
interests. The evaluator must have professional integrity and respect the rights of institutions and 
individuals to provide information in confidence and to verify statements attributed to them. 
Evaluations must be sensitive to the beliefs and customs of local social and cultural environments and 
must be conducted legally and with due regard to the welfare of those involved in the evaluation, as 
well as those affected by its findings. 

The project evaluation will operate under the guiding principles based on the norms for evaluation in 
the United Nations system, as follows: structural independence from the operational management 
and decision-making functions in the organization, clear intent to use evaluation findings, transparent 
approach, impartiality, minimum quality standards defined by the Evaluation Office, timeliness, 
usefulness of the findings and recommendations. 

Annex: Relevant ILO evaluation guidelines and standard templates 

ILO Policy Guidelines for results-based evaluation: principles, rationale, planning and managing for 
evaluations (3rd ed. 2017) 

https://www.ilo.org/eval/Evaluationpolicy/WCMS_571339/lang--en/index.htm  

 

Code of conduct form (To be signed by the evaluator) 

http://www.ilo.org/eval/Evaluationguidance/WCMS_206205/lang--en/index.htm 

 

Checklist 3 Writing the inception report 
http://www.ilo.org/eval/Evaluationguidance/WCMS_165972/lang--en/index.htm 

 

Checklist 5 Preparing the evaluation report 

http://www.ilo.org/eval/Evaluationguidance/WCMS_165967/lang--en/index.htm 

 

Checklist 6 Rating the quality of evaluation report 

http://www.ilo.org/eval/Evaluationguidance/WCMS_165968/lang--en/index.htm 

 

Template for lessons learned and Emerging Good Practices 

http://www.ilo.org/eval/Evaluationguidance/WCMS_206158/lang--en/index.htm 

http://www.ilo.org/eval/Evaluationguidance/WCMS_206159/lang--en/index.htm 

 

Guidance note 7 Stakeholders participation in the ILO evaluation  

http://www.ilo.org/eval/Evaluationguidance/WCMS_165982/lang--en/index.htm 

 

Guidance note 4 Integrating gender equality in M&E of projects 

https://www.ilo.org/eval/Evaluationpolicy/WCMS_571339/lang--en/index.htm
http://www.ilo.org/eval/Evaluationguidance/WCMS_206205/lang--en/index.htm
http://www.ilo.org/eval/Evaluationguidance/WCMS_165972/lang--en/index.htm
http://www.ilo.org/eval/Evaluationguidance/WCMS_165967/lang--en/index.htm
http://www.ilo.org/eval/Evaluationguidance/WCMS_165968/lang--en/index.htm
http://www.ilo.org/eval/Evaluationguidance/WCMS_206158/lang--en/index.htm
http://www.ilo.org/eval/Evaluationguidance/WCMS_206159/lang--en/index.htm
http://www.ilo.org/eval/Evaluationguidance/WCMS_165982/lang--en/index.htm
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http://www.ilo.org/eval/Evaluationguidance/WCMS_165986/lang--en/index.htm 

 

Template for evaluation title page 

http://www.ilo.org/eval/Evaluationguidance/WCMS_166357/lang--en/index.htm 

 

Template for evaluation summary 

https://www.ilo.org/eval/Evaluationguidance/WCMS_166361/lang--en/index.htm   

 

http://www.ilo.org/eval/Evaluationguidance/WCMS_165986/lang--en/index.htm
http://www.ilo.org/eval/Evaluationguidance/WCMS_166357/lang--en/index.htm
https://www.ilo.org/eval/Evaluationguidance/WCMS_166361/lang--en/index.htm
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