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Engagement of Human Resource Management Consultancy Services to provide Temporary Registration Staff for first phase of National ID roll-out

1. Background – NIRA and the NID roll-out first phase

About NIRA

The National Identification and Registration Authority (NIRA) is a Government Agency in Somalia, first established in 2020, with the aim of creating and maintaining the national identification system. NIRA is, inter alia, responsible for registering citizens and residents and for providing them with secure and verifiable credentials, including a unique identification number and a national identity card. It also serves as a trusted provider of identity verification and authentication services, promoting the use of the foundational identification system. With the establishment of NIRA Somalia, the government is committed to providing a reliable and efficient identification system that will enable individuals to access services and participate in the development of the country.

About the National ID roll-out


On September 16, NIRA launched the National Digital ID system in Mogadishu, setting the target of registering 15 million individuals by 2026. NIRA's “Operationalization Strategy for the Somalia National ID System (December 2023). This strategy emphasizes a non-discriminatory, accessible, and secure approach to digital ID enrollment, ensuring that registrants’ rights, privacy, and data are protected. The strategy sets out a mixture of fixed registration sites and mobile registration units focused on ensuring inclusion. Registration locations are expected to be primarily staffed by registration staff residing in the same district. 

In this first phase, in selected geographies, NIRA, with support from the World Bank’s Somalia Capacity Advancement, Livelihood and Entrepreneurship, through Digital Uplift Project (SCALED-UP), strives to rapidly advance the enrollment of at least 3 million individuals, targeting a minimum of 50% female representation, and thereafter leveraging the digital ID for enhancing financial inclusion and the delivery of social protection services. This will require a substantial, timely, and carefully planned and coordinated registration effort.


The National ID system will be used to register residents of Somalia in person at the fixed registration sites and the mobile registration units. People of all ages are to be registered.  The registration process, from the perspective of the registration official, will comprise:

· Receiving an application form
· Recording basic personal data
· Recording (e.g., scanning) supporting credentials – scanning any available previous identity documents, where available, or recording witness details
· Capturing a photograph and 10 fingerprint biometric. 
· Issuing a receipt
On average, each registration is expected to take about 20 minutes.

Registration will need to be conducted in a respectful and people-centric way, bearing in mind that not everyone registered will be literate, or familiar with administrative processes. Temporary registration staff will be used to supplement NIRA’s own capacity: they will be representing the authority in this undertaking and are expected to represent it well.

    
2. Objectives
To accelerate the registration for the national digital ID system, NIRA seeks an experienced HR Management Firm (“Firm”) for the recruitment, training, and deployment of temporary registration staff at fixed and mobile enrollment sites in the BRA and across FMS. The Firm is expected to bring added capacity, expertise, methodologies, and systems to support NIRA in meeting its ambitious registration targets in an agile, efficient, and highly professional manner.

The period of engagement is expected to be eighteen months. The description of the planned registration process, from Chapter 8 of the Operationalization Strategy. The key counterpart roles at NIRA are staffed.

Table 1: How the roles of the Firm are to complement those of NIRA to deliver the objectives of the first phase of the registration exercise

	NIRA
	Firm

	The National Identification and Registration Authority has overall strategic and operational responsibility for identification and registration in Somalia, and for the conduct of the registration process in all its phases. The subset of roles and responsibilities described below are those that are especially relevant for this assignment:

Registration Section, Directorate of Operations

· Content for training of temporary registration staff, initial technical input
· Deployment, tasking and operational management of temporary registration staff during registration operations
· Real time oversight of registration operations, resolution of escalated cases, etc.
· Provision of registration equipment, office supplies, and communications
· For the exceptional cases where mobile units are being sent to locations from which temporary registration staff cannot return home same-day: transport, accommodation and per diems, communications and, where appropriate, safety and security provisions and equipment for temporary registration staff

HR Directorate 

Technical assurance of Service Provider’s HR management processes.

	· Recruit, train, paymaster and HR-manage suitable temporary registration staff, to standards consistent with the high-profile character of this assignment (as agreed with NIRA HR Directorate), through the temporary employment lifecycle
· Arrange venues and operational expenses for trainings of trainers and District-level trainings of temporary registration staff  
· Coordinate with NIRA Registration Section for operational deployment arrangements
· Appropriate structures to organise, manage and support temporary registration staff – these  will likely need to include some form of structure of trainers/team leaders/points of contact responsible for subsets of temporary registration staff for the duration of the assignment








3. Scope of work
Under the guidance of and in close collaboration with NIRA’s Directorate of Operations (specifically, the Registration Section) and HR Department, the Firm will undertake the recruitment, training, and making available of a competent temporary registration workforce and provide continuous contract and performance management, and monitoring. The Firm will be responsible for the compensation of the temporary registration staff during their deployment as part of this assignment. 

The Firm will be expected to undertake the following tasks:

3.1 Develop a Recruitment and Staff Management Framework for Temporary ID Registration Staff 
In close coordination with NIRA's HR Department:
· Develop a recruitment strategy for temporary registration staff, with a view of attracting a diverse and qualified pool of candidates, in line with NIRA’s accessibility and non-discrimination principles.  Specifically, the Service Provider will be expected to recruit a pool of candidates that is broadly representative of the diversity of the people of Somalia, in the context of the nationwide character of this process, including, but not limited to, in regard to:
· Gender
· Location (i.e., trusted local recruits from across the range of locations to be served)
· Disability status
· Languages and dialects
· Develop robust and proportionate qualifications, skills and aptitude selection criteria as well as appropriate testing/skill-checking and vetting mechanisms for candidates. Inter alia, candidates will need to have: 
· Good literacy and numeracy
· A Bachelor’s degree or equivalent; ICT degrees, broadly defined, will be particularly welcome
· Fluency and accuracy in Somali and, where applicable, its dialects.; some staff should be conversant in one or more of the additional languages of the registration process (English, Arabic)
· Confident familiarity with using technology, and following structured processes
· Good communication, interpersonal and leadership skills
· Ability to record a timesheet
· Flexibility to be assigned to different locations temporarily as required, and, at times, to work in constrained or austere conditions 
· Reliability, timekeeping, honesty, and commitment to put the interests of the process above personal, family or other interests

· Under the oversight of NIRA’s HR department, put in place appropriate HR policies and record management processes (e.g., timesheets, temporary personnel files) to effectively supervise and co-manage the temporary staff programme, in alignment with global good practices 

3.2. Training of Temporary Registration Staff 
In close collaboration with the Registration Section, NIRA Directorate of Operations:

· Develop a nationwide training plan for temporary digital ID registration staff, aligned with NIRA's standards, and under the guidance of the Registration Section within the NIRA Directorate of Operations
· Based on materials provided by NIRA, develop training and examination materials for temporary registration staff and facilitate the training-of-trainers by NIRA staff 
· Under the guidance of NIRA's HR Department, conduct training and end-of-training testing for all recruited temporary registration staff in Banaadir and FMSs (Federal Member States). Training content to be covered can be expected to include:
· Ethics and safeguarding
· Data protection 
· National ID concepts and systems
· Registration process
· Use and troubleshooting of registration kit
· Communication and coordination
· Accountability
· Health, Safety and Security
· Update training materials and deliver follow-on trainings, as needed, to ensure alignment with NIRA’s policies and policy/process adjustments during the initial large-scale registration process. 

3.3. Manage the Contracting, Deployment, and Compensation of Temporary Registration Staff
In close coordination with NIRA's Registration Section, Operations Directorate, and HR Department:
· Manage the hiring (contracting), contract renewal, and offboarding of temporary registration staff as required.
· Support the development and implementation of registration staff deployment plans in Banaadir and FMSs.
· Ensure that temporary registration staff attend the work location(s) assigned by NIRA on their assigned schedule, and record their time worked. 
· Manage and backfill exceptions – sickness, absence, registration staff who move to other posts, etc. – so as to minimise disruption to the exercise 
· Provide appropriate safety and security briefings for temporary registration staff working under this contract; report any incidents to NIRA.
· Under the guidance of NIRA's HR department, ensure timely compensation of temporary registration staff at the mandated and agreed rates
· Submit monthly report on compensations paid to NIRA's Finance Department.

3.4. Performance Monitoring of Temporary Registration Staff 
In close coordination with NIRA's Registration Section and HR Department:
· Develop interim performance monitoring and feedback procedures for temporary registration staff, in alignment with NIRA's requirements.
· Monitor and keep records of the attendance of temporary registration staff at their assigned posts; resolve any attendance issues in a timely manner. 
· Review monthly performance reports of temporary registration staff, provide feedback and/or take corrective actions, as needed 
NIRA will monitor productivity, accuracy and compliance of Temporary Registration Staff as part of its management of the Registration exercise, and will feed back to the Firm for action where necessary.

3.5. Promote Compliance with Data Protection Policies

· Ensure that all hired temporary enrollment staff take the Data Protection oath and sign the data protection agreement in compliance with Article 25 of the National Identification and Registration Law. NIRA will monitor data protection compliance as part of its management of the assignment and will feed back to the firm for action where necessary.

3.6 	Reporting
· Prepare and provide to NIRA monthly progress reports, consolidated quarterly progress reports, and end-of-year progress reports associated with this assignment (to include data and relevant descriptions on the progress on the recruitment, training, deployment, and performance management of temporary registration officers).

NIRA estimates the following number and timelines for temporary registration staff to be recruited, trained, and deployed: 



	Phase 
	Number
	Location
	Indicative Timeline
	Indicative dates

	Phase 1
	100 temporary staff 
	BRA 
	Month 4 to Month 15
	Deployed between June 2024 – May 2025

	Phase 2
	100 temporary staff
	BRA
	Month 4 to Month 15
	Deployed between June 2024 – June 2025

	Phase 3
	100 temporary staff
	FMSs
	Month 4 to Month 15
	Deployed between June 2024– June 2025

	Phase 4
	100 temporary staff 
	FMSs
	Month 7 to Month 18
	Deployed between Sept 2024 – Sept 2025



   
Each of the 200 temporary staff in BRA is expected to be deployed full-time under this contract for a period of 12 months (regardless of the exact deployment date). Similarly, each of the 200 temporary staff in the FMSs expected to be deployed full-time under this contract for a period of 12 months (regardless of the exact deployment date). Detailed assumptions to use for costing purposes will be provided in the Financial Proposal template.

FMS deployment is expected to cover 17 districts in BRA and three main cities in each of the following FMS: Puntland, Galmudug, SSC, Hirshabelle, Jubaland and Southwest State. This will encompass approximately 20 districts within each FMS. 

The specific geographies may change according to circumstances and priorities, and the HR Management firm may need to respond to this. However, the overall volume of Temporary Registration Staff inputs will remain at least at the levels described above.

4. Deliverables 
This table outlining the deliverables with the respective timelines. Deliverables must be approved by NIRA’s designated project focal point. Deliverables will be deemed approved one week after submission unless feedback has been given by that point – in which case the one-week clock restarts once revised deliverable received.

	#
	Deliverables
	Timeline

	1.
	Work plan and inception report within three weeks of contract signing, subject to approval by the National Identification and Registration Authority. The inception report is to include:
a. overview of assignment activities. 
b. methodology for carrying out the activities;
c. key and non-key expert deployment schedule for the assignment period; 
d. detail of the target activities to be completed within the first six months, and up to end of assignment; 
e. template for monthly report
	



Weeks 1-3

	2.
	Recruitment framework for Temporary Registration Staff, including recruitment processes and contracting procedures (Banaadir and FMS).
	
Week 4 


	3.
	Development of a Nationwide Temporary Registration Staff Training Plan and Materials (in line with NIRA policies) and Training-of-Trainers
	Weeks 5-6


	4.
	Development of performance monitoring framework and procedures 
	Weeks 5-8

	5.
	Recruitment and contracting of Banaadir Temporary Registration Staff

	Weeks 5-8

	6.
	Training of Banaadir Temporary Registration Staff with support from the NIRA team.

	from Week 7 onwards, in batches.

	7.
	Initial Deployment of Banaadir Temporary Registration Staff as per NIRA deployment plans.


	from Week 8 onwards, promptly as batches of Temporary Registration Staff complete training.


	8.
	Recruitment and contracting of FMS (Federal Member States) Temporary Registration Staff.

	Week 8-12


	9.
	Training of FMS Temporary Registration  Staff with the support from the NIRA team.


	from Week 10 onwards, in batches.

	10. 
	Initial Deployment of trained temporary Enrolment Staff to their respective FMSs as per NIRA deployment plans.


	from Week 11 onwards, ppromptly as batches of Temporary Registration Staff complete training.

	11.
	Attendance and performance monitoring through simple near-real-time tools (associated deliverable is the monthly progress report )
	Ongoing throughout the contract period

	12.
	Monthly reports on compensation paid to temporary registration staff
	Ongoing throughout the contract period

	13.
	Submission of monthly progress reports, consolidated quarterly progress reports, and end-of-year progress report to NIRA (to include data and relevant descriptions on the progress on recruitment, training, deployment, and performance management of temporary registration staff).
	
Ongoing throughout the contract period

	14.
	Short final report detailing achievements, challenges and the next steps submitted at the end of the contract for the Temporary Registration Staff Programme
	Week 78



5. Schedule of completion of Tasks
The engagement with the Firm is anticipated to cover a period of 18 months, contingent upon the provision of consistent and satisfactory performance. There is the potential for an extension and for scale-ups, in both cases to be based on priced options that will form part of the Service Provider’s Financial Proposal. This Assignment is envisioned to commence in, or as soon as possible after, June 2024. 

The first 4 months of the contract, up to and including the reports of the first month of registration operations by temporary registration staff in BRA, would be viewed as probationary period. Performance in meeting the outputs to a high-quality standard will be reviewed bi-monthly by NIRA and the SCALED-UP PIU.

6. Implementation Arrangements 
The Firm is to be based in Mogadishu and have access to the FMSs.  Key team members would be expected to be regularly co-located (e.g., of the order of four days per week) in NIRA HQ to facilitate training, deployment and real-time troubleshooting. The assignment should be delivered by a core team with long-term presence in Somalia.  It is anticipated that (in addition to the temporary registration staff referenced above) the central team would need to include:

· a Project Director (part-time)
· a full-time or near full-time Team Leader and lead trainer, working with at NIRA HQ
· a full-time or near full-time Accountability and Finance lead at NIRA HQ
· Suitable arrangements for team management of Temporary Registration Staff (Team Leaders/Points of Contact at a sensible ratio)

The number of team members could be increased if the mandate for recruitment were to increase (see 5 above). 

Additional non key experts may be needed to support the core team in particular during the set-up phase of the temporary registration staff programme. 

This assignment will require the Firm to operate in an insecure environment. The security situation is volatile and subject to change at short notice. The Firm should be comfortable working in such an environment and should be capable of deploying personnel outside of Mogadishu and FMSs capitals – with appropriate risk mitigation safeguards in place – in order to deliver the assignment.  The Firm shall not place any restriction on the future employment of the temporary registration staff.

The Firm will be responsible for ensuring that appropriate arrangements, processes and procedures are in place for their Personnel, taking into account the environment they will be working in, and the level of risk involved in delivery of the Contract. The Firm must ensure their Personnel, including temporary registration staff, have received appropriate "hostile/austere environment” or “safety in the field training” prior to deployment, and that this has been documented. The firm will be responsible for ensuring appropriate health, safety and security briefings for all of their Personnel working under this contract. The Firm will need to demonstrate that it has appropriate insurances in place.


7. Key qualification of the firm 
NIRA invites eligible firms to indicate their interest in providing the Services. Interested firms should provide information demonstrating that they have the following required qualifications and relevant experience to perform the Services:
a. Five (5) years of relevant experience on supporting the implementation of large-scale government or humanitarian/non-governmental programs, ideally including managing a large temporary / contract workforce.
b. Strong expertise in human resources management.
c. Skilled and experienced team of key experts, as required (see below), demonstrating capacity in recruiting, contracting, and overseeing/supervising the activities of personnel in public sector organizations or similarly large-scale humanitarian/non-governmental programs in a developing country context.
d. Experience providing similar services to government entities and/or international donors, preferably in Somalia or similar environments. 
e. The Firm should Submit a Registration Certificate or equivalent from its country of registration. 
f. Financial capacity: demonstrated annual turnover of not less than USD1,200,000.00 in at least two out of the three most recent financial years.
g. Letter of Interest, stating the suitability of your company for the assignment (Attach Copy); 
h. At least one example CV for each of the three core roles (Attach Copy); 
i. Descriptions of three similar assignments within the last five years, to include description of assignment, assignment value, firm’s share, duration from/to, assignment outcomes (Attach Copy); 
j. Demonstrated capability, for example through clear national and local participation arrangements, to operate across all FMSs in Somalia; 
k. Confirmation that the firm has or can access appropriate insurance products.

Bidder may associate with other firms in the form of a joint venture or a sub consultancy to enhance their qualifications. The Firm will be selected in accordance with the quality and cost-based selection method (QCBS). 

8. Terms of Payment 
Payment will be based on deliverables. All deliverables must be satisfactory to NIRA, as per the approvals process described in section 5 above. 

A 20% advance can be provided, on standard terms for WB-financed projects, to be offset proportionally against each invoice.

The terms of payment are indicated to be as follows:

	#
	Payment Deliverable
	Payment

	



1.
	Work plan and inception report, 
	



25%

	
	Recruitment framework for Temporary Registration Enrolment Staff, including recruitment processes and contracting procedures (Banaadir and FMS).
	

	
	Development of a Nationwide Enrolment Staff Training Plan and Materials (in line with NIRA policies) and Training-of-Trainers
	

	
	Development of performance monitoring framework and procedures 
	

	
	Recruitment and contracting of Banadir Temporary Registration Staff
	

	2-19.
	Monthly invoices for temporary registration staff person days worked. 
	70%

	20.
	Final report detailing achievements, challenges and the next steps submitted at the end of the contract for the Temporary Registration Staff Programme
	5%







9. Logistics 
The Consultant firm will be responsible for the logistics of its core team, experts and trainer/team leaders/points of contact during the assignment implementation including the incidental costs related to air tickets, local transports, accommodations, and security etc. It will also be responsible for all venue and hospitality arrangements for trainings, and for the production of training materials. 
NIRA will be responsible for equipping registration locations, transport for mobile units (as needed), communications and, where appropriate, safety and security provisions and equipment, for temporary registration staff. 

10. Reporting: 

NIRA’s Registration Section will provide all needed information/data to facilitate timely completion of the assignment and will be the operational counterpart. 

NIRA’s Human Resource Department will provide technical assurance of Service Provider’s HR management processes, on a ‘dotted reporting line’ basis.

The Firm will report to the Director, HR, of the National Identification and Registration Authority under the general guidance of the designated Project Focal Point. 
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