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Independent 2-yearly evaluation of the  
 Western Gray Whale Advisory Panel (WGWAP) 

 

Terms of Reference 
 

1. The Western Gray Whale Advisory Panel (WGWAP) 
In 2006 IUCN established a panel of independent scientists – the WGWAP – which provides scientific advice and 
recommendations to Sakhalin Energy Investment Company Ltd. (Sakhalin Energy) on the conservation and recovery of 
the Western Gray Whale (WGW).  
 
The overall goal of the WGWAP is to improve the conservation status of the WGW by providing objective independent 
advice on relevant research, monitoring and mitigation. The WGWAP’s objectives and modus operandi are established in 
the Terms of Reference (https://www.iucn.org/sites/dev/files/content/documents/tor_wgwap_2017-2021.pdf). 
  

2. Purpose and Objectives of the Evaluation 
For learning, improvement and accountability purposes, IUCN seeks an independent evaluator to evaluate the 
performance of the collaboration and the effectiveness with which IUCN, the WGWAP, and Sakhalin Energy have played 
their respective roles. The evaluation will be conducted against a set of indicators developed by IUCN and the independent 
evaluator will make recommendations on how the performance might be improved. 
 
Since the establishment of the WGWAP, three independent evaluations have been conducted, in 2008-9, 2011 and 2014, 
resulting in a number of recommendations for improvement aimed at both IUCN and Sakhalin Energy 
(https://www.iucn.org/western-gray-whale-advisory-panel/panel/evaluations). An informal review was conducted in 
2016 (https://portals.iucn.org/library/node/46182). This evaluation will cover the period from 1st quarter of 2015 to 2nd 
quarter of 2018. Please note that a further evaluation, close to the end or after the end of the 2017-2021 period covered 
by the current WGWAP TOR will be carried out which will explore in detail evidence of the WGWAP process’ impacts over 
the whole 2017-2021 period, the strength of causality as well as an assessment of the value for money of the Panel 
process. 
 
The final evaluation report will be made public on the IUCN website, along with IUCN’s Management Response to the 
report. 
 
Specific objectives:  
 

1. To assess the continued relevance of the WGWAP process:  
Review and clarify/reconstruct the Theory of Change (ToC). 
Is the ToC (whether implied or explicitly stated) well understood by IUCN, Sakhalin Energy and the Panel? 
To what extent is the Toc/Vision shared by IUCN, Sakhalin Energy and the Panel 
To what extent are the Panel’s and company’s activities relevant to this ToC? 
To what extent are the WGWAP process activities relevant (and efficient) to the delivery of the WGWAP outputs? 
 

2. To assess the effectiveness of the results of the WGWAP process in relation to each of the stated roles and 
responsibilities:  
To what extent are the WGWAP process outputs leading to the intended outcomes?  
To what extent do the management leadership and governance of the WGWAP contribute to these outcomes? 
 

3. To assess the cost effectiveness of the WGWAP process in relation to the results achieved.  
How cost-effective is the WGWAP process? 

 
 
 

https://www.iucn.org/sites/dev/files/content/documents/tor_wgwap_2017-2021.pdf
https://www.iucn.org/western-gray-whale-advisory-panel/panel/evaluations
https://portals.iucn.org/library/node/46182
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4. To assess the influence, and if possible, the impact and legacy of the WGWAP process: 
To what extent is the WGWAP process contributing to the overall conservation and recovery of the WGW?  
Is the Panel process influencing practices beyond Sakhalin Energy operations?   
What could the WGWAP process do to extend its legacy? 
 

5. To assess the functioning and independence of the Panel and the adequacy of support provided to it by IUCN. 
To what extent has the WGWAP’s independence been maintained? 

 
6. To assess the quality of the overall project/process: a performance rating by the evaluator, based on criteria to 

be agreed and refined with IUCN. 
 

3. Intended Uses and Users 
This evaluation is commissioned by the Director General of IUCN and will be managed under the supervision of the 
Planning, Monitoring, Evaluation and Risk Unit (PMER Unit) responsible for IUCN’s evaluation work. 

The primary audiences for the evaluation are the three implementing parties of the initiative, namely IUCN (design, 
management and quality control of the process), the WGWAP Co-Chairs and Panel members (delivery of analysis, advice 
and recommendations), and the senior managers and research scientists employed or contracted by and working for 
Sakhalin Energy (the principal users of the Panel’s outputs).  
 
Each of these parties is therefore expected to act on the results of the evaluation in terms of improving the effectiveness 
of their respective roles.  
 
In particular, the intended users of the evaluation by IUCN, as a convener, include: 
 

• The Director General of IUCN for the purpose of taking decisions on the mandate, composition and operations 
of the WGWAP; 

• The IUCN Global Director - Nature-based Solutions, Director – Business and Biodiversity Programme and the 
Head – Science and Knowledge Unit for the purpose of developing systems for the establishment and 
management of independent Scientific Advisory Panels (ISTAPs); and  

• The IUCN Global Director - Biodiversity Conservation Group, the IUCN Global Species Programme and the IUCN 
Species Survival Commission for the purpose of supporting WGW conservation.  

In addition, the various interested parties to the initiative1, including the Government of the Russian Federation, local 
government agencies in Russia, civil society groups, Sakhalin Energy shareholders, other resource extraction operators 
and existing or potential international financial institutions lending to the relevant projects of the Contracting Company 
or other companies in the area, may have a significant interest in the outcome of this evaluation.  
 

4. Evaluation Methods and Questions 
The evaluation will seek the views of the range of stakeholders who have been engaged in the process to date including: 

 Managers and staff of IUCN 
 Managers and staff of Sakhalin Energy 
 Managers and staff from other companies operating in the same area 
 Members of the WGWAP  
 Representatives from: 

o The Government of the Russian Federation 
o The Government of Sakhalin Oblast 
o Civil society organizations (in particular WWF Russia, WWF International, IFAW Russia, IFAW 

International, Sakhalin Environment Watch, Pacific Environment) 

                                                 
1 Defined under section 9 of the WGWAP TOR.  
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o Sakhalin Energy lending institutions 

Methods used for data collection and analysis should be explained in the inception note and may include a combination 
of:  

 Document reviews 
 Semi-structured interviews 
 Survey of participants and stakeholders 
 Other innovative and new approaches to assessing ISTAPs/projects and their results are welcomed, 

notably to assess uptake of WGWAP recommendations by regulators or other oil & gas operators. 

All data collection tools (surveys, questions etc) are to be included as an Annex to the final evaluation report. The link 
between evaluation questions, data collection, analysis, findings and conclusions must be clearly made and set out in a 
transparent manner in the presentation of the evaluation findings.   

The senior evaluator is expected to consult with both the WGWAP Co-Chairs and Sakhalin Energy over the development 
of the evaluation questions. The inception report should include an evaluation matrix with the final evaluation questions, 
data sources and methods that will be used. Adequately addressing the key questions in the Matrix will be the basis for 
IUCN to sign off on the completeness of the final evaluation report.  
 
This evaluation is expected to comply with the standards set out in the IUCN Monitoring and Evaluation Policy2. 

  

5. Management of the Evaluation 
The evaluation will be managed by the Planning, Monitoring, Evaluation and Risk Unit (PMER Unit).  The PMER Unit will 
verify that the draft report is useful, conforms to these TOR, answers all questions as best as data will allow, and conforms 
to the IUCN Monitoring and Evaluation Policy. The WGWAP Secretariat will supply documentation, create access to 
stakeholder lists and stakeholders, and provide day to day support as needed for logistical arrangements. 
 
IUCN and the WGWAP Secretariat will prepare and implement a management response that will be posted publicly 
alongside the evaluation report. 
 

6. Qualifications of the Evaluator / Evaluation Team 
All deliverables are expected in English, but the assignment includes data collection from Russian speaking stakeholders. 
Should the evaluator/team not have Russian language capabilities, IUCN will provide interpreters at its own expense. 

• Experienced evaluator with a minimum of 10 years’ experience conducting and managing project/evaluation 
reviews in international science based organizations and with private sector.   

• Relevant degrees at the Masters level or higher in development, environmental management, business or 
organizational development. 

• Minimum 10 years’ experience working with international organizations in the not-for-profit and/or business 
sector in regions such as Asia, Latin America, Africa, Europe and North America. 

• Ability to interact and communicate well with senior managers in IUCN, Sakhalin Energy and related stakeholder 
groups. 

• Excellent interview and qualitative data analysis skills. 
 

7. Outputs, Deliverables and Timeframe 
The evaluation is expected to make recommendations for the implementation of the remainder of the current agreement 
(which will end in December 2021) and for the future (also beyond 2021) of the WGWAP (format, geographic and thematic 
scope, involvement of other parties) in the absence of an agreement with Sakhalin Energy. 
 

                                                 
2 IUCN Monitoring and Evaluation Policy (last updated in 2015). 
https://www.iucn.org/sites/dev/files/content/documents/the_iucn_monitoring_and_evaluation_policy_2015.pdf  

https://www.iucn.org/sites/dev/files/content/documents/the_iucn_monitoring_and_evaluation_policy_2015.pdf


4 
 

• Inception report including: finalized Evaluation Matrix, details of data collection approaches, tools and sources 
(people to interview/survey), and agreed dates for subsequent deliverables.  

• Draft report. 
• Final report, including recommendations for improvements to the achievement of the results and fulfillment of 

the TOR, including amendments, alternative approaches and new elements if appropriate.  
• A powerpoint presentation of the final findings and recommendations for the key audiences and users of this 

evaluation. 
 
The evaluation will take place from June 2018 to mid-September 2018. 
 

Milestone  Indicative completion date 
Finalise appointment of evaluator Early June 2018 
Inception report Mid-June 2018 
Undertake data collection and analysis Mid-June to July 2018 
Submit draft report 15 August 2018 
Submit final report 15 September 2018 
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