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Terms of Reference 

Assessment of TDLC Programs and Services 

BACKGROUND 

Japan/World Bank Partnership.   The Government of Japan (GoJ) and the World 

Bank (the Bank) are equal partners in the ‘Tokyo Development Learning Center (TDLC) Project’, 

formally titled as ‘Japan/World Bank Distance Learning Partnership Project’. In October 2003 the 

two parties formally agreed to launch TDLC on a partnership basis with, the GOJ commiting  an 

indicative trust fund contribution of US$25 million for five years from GOJ, and the TDLC facility 

was inaugurated in June 1, 2004. Based on the achievements since then, GoJ and the Bank agreed 

in 2008 to extend the project completion date to June 30, 2010. 

 Mid-term Review.  In 2006 the Bank conducted a mid-term review of the TDLC 

Project by a panel of external experts to mark the completion of the first half of the original five 

year project scope. In its summary, the review stated that the TDLC achieved a great deal in a 

short timeframe. Notable achievements highlighted in the mid-term review included the 

following:: (i) enhanced access by developing countries to the resources and expertise of Japanese 

institutions; (ii) enhanced opportunity for Japanese institutions to undertake outreach and forge 

partnerships with countries and institutions of other regions; and (iii) successful adoption of a 

network-oriented, regional approach to knowledge sharing and capacity building. While the 

review observed more specific, notable results in the TDLC project, it also provided 

recommendations for the future of the project. Those are outlined as follows: (i) strengthen ‘GDLN 

Asia Pacific’, a regional community of GDLN, so that a stable, sustainable ‘network’ business would 

grow; (ii) design and deliver value added services related to knowledge exchange, blended 

learning and dialogues; (iii) build on interest within the World Bank by developing innovative 

services; (iv) secure more paying clients by responding to demand; (v) launch new and innovative 

content initiatives that include bringing together partners from Japan and the region; and (vi) 

adopt effective performance indicators addressing ‘communication impacts’ as well as the 

operation of facility and project management. 

Long Term Plan.   In the global GDLN community, which now spans over 120 

countries, TDLC has been recognized as an important and significant project in terms of size, 

cutting-edge facility, and strategic mandate in the region. As it achieved initial project objectives 

to become a robust local center in Japan as well as virtual regional hub in a short timeframe, it 

soon faced a need to revisit the business model and long-term plan although the original project 

‘vision’ remained valid. In 2008, the TDLC revisited its business plan, with a scope to possibly 

extend the project beyond the original scope, by redefining the goals and strategies. As the 

original project document was somewhat vague about the operational strategies and financial 

models, the revised long-term plan focuses on three strategic pillars, namely: (i) development and 

delivery of ‘public good model’ programs; (ii) focus on programs that are designed to expand 
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access to specific knowledge and skills; and (iii) technology leadership and network development 

in the region. Notably, the central concept to achieve the ultimate goals of TDLC Project has been 

shifted from financial self sufficiency (which the original scope implied though in an abstract 

manner) to developmental impact by a distinct focus on program initiatives based on ‘public good’ 

model.  

Toward Phase 2 Project. 2008 was marked as the first operational year to impement the 

revised long-term plan. Based on the encouraging achievements by the end of March 2009 

(JFY2008), the Bank further conducted dialogue with GoJ to discuss an extended project scope 

beyond June 2010, which is framed as ‘Phase 2’. This dialogue was also a process to conduct 

intensive exercises and projections for the future, including in-depth feasibility checks, substantial 

elaboration, and necessary revisions and refinements of the above mentioned long-term plan, 

which was yet sketchy. In June 2009 , the Bank submitted to GoJ a ‘TDLC Phase 2 Project’ proposal 

(Jul 2010 – Mar 2015)’, which includes a funding proposal of US$15 million from Japan for five 

years beginning in 2010 (the total project size is US$17.7 million).  It also should be noted that the 

realigned business plan and strategies which were developed in ‘Phase 2 Plan’ were embraced by 

GoJ and the Bank as immediate guide to manage TDLC Project without waiting for the completion 

date of ‘Phase 1’.      

 OBJECTIVE OF ASSESSMENT 

This assessment is aimed at documenting the major achievements, outcomes and impact of the 

TDLC Project as it approaches the end of the current phase, in order to ensure the accountability 

of the Project to its stakeholders and to provide a baseline for assessment of ‘Phase 2’. The 

assessment does not envisage a comprehensive evaluation of all dimensions of the project 

throughout more than six years. It will instead focus on key features and functions of TDLC to 

answer central questions for assessing to what degree TDLC Project has achieved the current 

goals, operated effectively and efficiently, and what impact has been generated and is likely to be 

generated in the future.  The results from the assessment will be made public in a transparent 

manner by considering the formats to be appropriate for the public. Assessors will be external 

experts who are proficient in monitoring and evaluation and in capacity building, training, 

knowledge sharing, and use of distance learning and ICT for development purposes. In order to 

make the assessment results available to be shared in a timely manner with the TDLC’s 

stakeholders, who also would possibly be the supporters or partners for the future phase, the 

assessment work will be complete by the end of April 2010, about two months before the end of 

the current phase of the TDLC Project, and made public promptly.    

ASSESSMENT TEAM 

The assessment team will consist of the two independent consultants (hereinafter called ‘the 

Consultants’), namely one international consultant and one Japanese local consultant, who have 

demonstrated capacities and achievements in the professional fields that are directly relevant to 

this assessment work. The Consultants will form a tight team for about six weeks to perform the 
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overall assessment work in close cooperation with each other. At the outset of the assignment, 

the Consultants will establish a mutual agreement on the specific role and responsibility of each, 

based on a good understanding on the advantages in each other. While it is assumed that the 

aggregate workload as well as complexity in each individual would be similar, the specific modality 

in sharing or differentiating the roles and responsibilities will be subject to a mutual agreement in 

the Consultants. Upon the demand or perceived necessity, TDLC Manager will advise or intervene 

in the specification about each role. For the Consultants to make conclusive remarks in the 

assessment report, they should share the same or similar views.  As regards the deliverables, the 

Consultants will clarify in the deliverables how the team work was implemented, including the 

information about specific tasks that are carried out by each consultant, to respect and ensure the 

accountability in each individual.   

METHODS FOR ASSESSMENT 

The Consultants will implement the assessment work in an intensive manner for about six 

consecutive weeks including production of the report. It is assumed that the Consultants physically 

work in TDLC Office for at least three weeks as overlapped period for the two, to ensure efficient 

and harmonized team work between them and make their access to the information full-fledged 

and common.  

The main methods for the assessment will include the following:  

(i) analyze key documents of TDLC Project from its beginning; 

(ii) collect and organize operational and financial data and track records on programs and 

services, including feedbacks from participants in courses/activities; 

(iii) design and conduct surveys and interviews to relevant stakeholders and users in Japan, 

the region, and beyond, to find facts, obtain observations, or verify assumptions ; 

(iv) collect and utilize relevant examples and data on other organizations or endeavors, which 

are public or obtained purposely, to make comparison or as reference; and 

(v) synthesize facts, observations, interpretations, and views that are obtained through the 

above mentioned processes and complete the assessment. 

TDLC Project and its management will ensure that the Consultants have a full access to the 

documents and data that are regarded necessary by them to conduct the assessment work. At the 

outset of the assessment work, all key documents of TDLC Project as well as track records of 

programs and services will be provided to the Consultants, including (i) initial project document in 

2003; (ii) mid-term review in 2006; (iii) long-term business plan in 2008; (iv) operational reports by 

JFY2008; (v) TDLC Phase 2 Proposal, and additional data that are required for the assessment will 

be produced by the demand of the Consultants. Moreover, TDLC will provide the Consultants, 

upon the need, with logistical support and assistance in preparation and arrangement for surveys 

and interviews, including creation of internet based on-line survey platform and arrangement for 

videoconferences.  
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SCOPE OF WORK 

To assess strategic relevance of the TDLC Project, the Consultants will examine project documents, 

business plans, operational reports, reviews and program evaluations, and conduct interviews or 

ad hoc surveys to the stakeholders. As to the operational performance, impact, and institutional 

sustainability, the Consultants are suggested to select a certain quantity of TDLC programs, 

services, and activities that were delivered to clients, partners, or collaborators as representative 

cases to do assessment on TDLC Project. It is also suggested that the Consultants focus on the 

views of and impact on program partners of the TDLC to measure how the TDLC operations 

leverage the contents and initiatives owned by them. Selection of such programs, activities, and 

partners will be carefully done by considering the nature and importance of program/services in 

relation to the business plan (or model) on one hand and, on the other hand, the relevance to the 

central questions that are suggested to answer for the assessment work. While the real selection 

will be subject to the choice of the Consultants in consideration to the required workload for 

surveys or interviews, the following are possible viewpoints for selection criteria and indicative 

examples: 

 to assess the major business line in the TDLC programs, two or three structured courses 

would be selected; 

 to capture a variety of knowledge sharing activities which TDLC has undertaken, several 

‘events’ or series of activities would be selected by considering activities with different 

target segments, such as Japanese audience, regional participants, or African participants; 

 to measure the impact over the clients who collaborate with TDLC or use TDLC services to 

undertake their own initiatives, two or more major users would be selected for interviews 

and analysis; 

 to measure the impact of TDLC supports to other DLCs in the region, surveys and 

interviews to other DLCs would be conducted as regards the key roles and functions of 

TDLC, such as technology, pedagogical innovation, capacity development, business 

generation, and partnership development.  

 

From the stage to design the questionnaires in surveys and interviews to the stage to analyze the 

outcomes of TDLC programs and services, the Consultants should be able to respond to the 

following key questions, and are tasked to provide conclusive statements as well as their reasons 

and supporting evidence. 

10 Key Questions   

Strategic Relevance (3) 

 What are the current strategic goals of TDLC Project? How have these evolved over the 

six years? Both explicit and implicit goals should be stated.  
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 Are the current strategic goals aligned with the objectives of Japanese development 

cooperation? 

 

 Is the current business model adequate to achieve the strategic goals?  Is the current 

strategic focus on themes/subjects1 appropriate?  

 

Operational Performance (3) 

 What are the current operational objectives? Both quantitative and qualitative targets 

should be stated.  

 

 To what degree have the TDLC programs or services achieved the current objectives? If 

there is over- or underperformance with respect to these targets, what are the underlying 

reasons?  

 

 Has the TDLC Project contributed to increasing the cost-effectiveness in provision of 

knowledge sharing activities and training on development? 

 

Impact and Institutional Sustainability (4) 

 Is the TDLC Project likely to provide ‘value for money’ as implementer of knowledge 

sharing activities to Japanese development-related capacity development, and is it likely 

to do so in the future? In answering to this question, the value of TDLC programs and 

services as ‘public good’ is to be considered to measure to what extent ‘value for money’ 

is generated. In this regard, the following points are suggested to be included in the 

assessment: 

o Have TDLC programs/services reached out or are they likely to reach out the 

population that are unreached in traditional methods?  If positive, assess the 

benefits in quantitative and/or qualitative manner. 

o Are similar programs/services of TDLC provided or likely to be provided by the 

private sector?  Compare the TDLC programs with comparable undertakings in 

the private sector. 

o What value is generated by a fact that TDLC Project is being executed by the 

World Bank, not a bilateral agency, in particular from the perspective of the 

                                                           
1
 From the outset TDLC has dealt with a broad range of themes and subjects concerning on development and poverty alleviation in the 

delivery of learning programs or knowledge sharing activities, almost as ‘sector free’. In accordance with a shift on the value creation as 

‘public good model’ programs by taking advantage of established program partners, networks of experts, and demonstrated 

achievements, a newly proposed strategy since 2009 is to increase concentration on selected subject groups (see ‘Phase 2 Project 

proposal’. Currently, the following four thematic groups are defined: (i) Environment and Disaster Risk Management (including climate 

change); (ii) Healthcare and Labor; (iii) Education and Science/Technology; and (iv) Private Sector, Finance, and PPP (see TDLC website)    
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Government of Japan (as partner to the World Bank)? 

 

 To what degree has the TDLC Project leveraged dissemination of Japanese knowledge 

and experiences for development purposes? 

 

 How has the TDLC Project impacted the businesses and management in the Global 

Development Learning Network in the Asia and Pacific region? 

 

 What would be the likely consequences if TDLC were not to receive the ‘Phase 2’ project 

grants? 

 

The Consultants are also requested to advise and assist TDLC develop the framework for 

monitoring and evaluation of operations and define key performance indicators in the context of 

realigned long-term business plan toward ‘Phase 2’ stage. This process will be coordinated and 

harmonized with the discussions and exercises within TDLC Project which will take place in the 

same period of this consultancy, thereby a synergy between the assessment work and the 

preparation for Phase 2 would be born in a timely fashion.  

Finally, the Consultants are encouraged to provide advice or recommendations for the future of 

TDLC Project, if any, even beyond the specific questions or tasks that are described in the above.  

DURATION 

The assessment work will be conducted from March 23 to April 30, 2010.  

DELIVERABLES 

An assessment report, together with the results in surveys and interviews (including raw data 

collected through surveys) will be submitted at the end of assessment work. Assistance to the 

development of monitoring and evaluation framework and KPIs will be provided basically by 

‘hands-on’ through participation in meetings and discussions with TDLC staff or share small notes, 

relevant materials, or analysis on a demand basis. Upon the demand in TDLC Project, the 

Consultants will share the outcomes from surveys and interviews or their analysis even during the 

assessment work.  

MANAGEMENT 

The Consultants will report to TDLC Manager (Ryu Fukui), with oversight provided by the GDLN 

Regional Coordinator (Phil Karp). The maximum days for the Consultants to claim for 

remuneration will be 30 days for an international consultant and 30 days for a local consultant. 

Upon satisfactory receipt of the deliverables by TDLC Manager, the payment will be processed.  
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