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Terms of Reference (ToR) for Development and Review of HR Policies, Procedures and Frameworks

1. Background 
The National Identification and Registration Authority (NIRA) is a government agency in Somalia established in 2020, aimed at creating and maintaining the national identification system. NIRA is responsible for registering citizens and residents, providing them with secure, verifiable credentials, including a unique identification number and national identity card. Additionally, NIRA serves as a trusted provider of identity verification and authentication services and promotes the foundational identification system for individuals' access to services and participation in national development.
On September 16,2023 NIRA launched the National Digital ID system in Mogadishu, targeting the registration of 15 million individuals by 2029. This initiative marks a significant milestone in Somalia’s journey towards building a digital identity system that is inclusive, non-discriminatory, and secure. NIRA’s Implementation Strategy outlines a nationwide rollout of the digital ID system, ensuring that registrants' rights, privacy, and data are well-protected. The digital ID aims to enhance financial inclusion and deliver social protection services nationwide.
With NIRA’s goal of registering millions within a short period, adopting effective and sustainable HR Policies and Procedures are key to ensuring for the organization’s successful operations in the long run. NIRA is, therefore, seeking a consultancy firm to review and support the development of comprehensive HR Policies and Procedures for the Authority.
2. Objectives
The main objective of the consultancy is to conduct a comprehensive review and support the development of comprehensive HR Policies and Procedures for NIRA (all HR Policies reviewed, updated, and additional ones developed where necessary), with the view of ensuring the long-term operational efficiency and sustainability of the Authority . The objectives of the consultancy include the development of HR policies and Key Performance Indicators relevant to personnel performance tracking, management of promotions and rewards,  career development paths, and career advancement conditions.
3. Scope of Work
The consulting firm will work closely with NIRA’s Human Resource Department and other relevant departments to deliver on the following tasks:
3.1.  Review of NIRA’s HR Policies, Staffing Structure, and Development of Hiring Plan  
· Conduct a comprehensive review of the 16 existing Human Resource Policies (the review would be performed through desk review of existing policies and procedural frameworks, consultations/interviews of relevant staff and NIRA management team and general observation of work practice), identify gaps, and develop recommendations/propose updates to existing policies to address the gaps identified
· Review NIRA’s current organizational structure, current departmental and unit ToRs as well as individual ToRs, roles, responsibilities and staffing levels against the strategic goals of NIRA and the Standard Operating Procedures (SOPs)
· Identify capability gaps and opportunities to enhance organization efficiencies, and provide recommendations to address these gaps, including a hiring plan.

3.2.  Development/Revision of Performance Management and Career Development Policies and Procedures
· Design, develop and assist in implementation of a transparent result-based performance management system and necessary tools to track progress, with the goal of providing rewards/incentives to ensure good performance and increased retention
· Provide tools, templates, and guidance to supervisors/the NIRA HR team on how to evaluate individual performance against set goals and how to provide structured feedback to each team member
· Review the existing career development policy and suggest changes/devise a suitable promotion policy / succession planning
· Establish structured processes for workforce planning and recruitment to attract and retain qualified candidates
· Develop staff retention and release policy

3.3.  Development of HR Manual / HR Handbook
· Develop HR Manual/HR Handbook, which should, at minimum, cover:
· Employee and Employer Expectations: Clearly defined roles and responsibilities for both parties.
· Standard working hours and expectations for attendance
· Guidelines for overtime eligibility, approval processes, and compensation.
· Comprehensive leave policies including annual leave, sick leave, maternity/paternity leave, and other types of leave.
· Selection and Placement procedures
· Overview of salary structures, benefits packages, and any additional compensation policies.
· Detailed steps for employees to raise grievances and the processes for resolving them.
· Develop necessary forms to support the implementation of policies and procedures across HR functions, per HR Handbook
· Train and coach the NIRA HR team on the new Manual and its forms, polices, procedures and templates for making it fully functional and operational.
· Draft supplementary HR policies / revisions to existing HR policies, as identified under the initial review 

3.4.  Knowledge Management
· Identify and address barriers to effective knowledge sharing and collaboration across different teams/departments in the institution (NIRA)
· Develop formal mechanisms for internal and external knowledge sharing, including guidelines and protocols.
· Conduct a high-level training needs assessment and develop a training calendar for NIRA staff across all units/departments, in line with the objectives and institutional direction outlined in NIRA’s Strategic Plan.

3.5.  Change Management 
· Develop a Change Management Plan to facilitate the adoption and smooth implementation of the proposed changes and reforms in the organization, emanating from the revised and newly adopted HR policies and procedures.
· Conduct training sessions to familiarize NIRA staff with revised new/HR policies and procedures and promote alignment with desired organizational values and culture.


4. Deliverables
	#
	Deliverable 
	Timeline

	1. 
	Inception report including detailed work plan
	Week 2

	2. 
	Completed review of existing HR Policies and staffing structure, gap analysis, and recommendations for updated/new HR Policies and hiring plan [written report]
	Week 6

	3. 
	Performance Management, Career Development, and Workforce Planning Policies, Procedures, and Tools 
[written documents / tools]
	Week 10

	4. 
	HR Manual / Handbook & Supplementary HR Policies/ Policy Revisions 
[written documents]
	Week 14

	5. 
	Knowledge Management Guidelines & Protocols and Training Calendar 
[written documents]
	Week 17

	6. 
	Change Management Plan and Training Sessions delivered
	Week 20




5. Key Qualification and Requirements of the firm
NIRA invites eligible firms to express interest in providing the services outline above. The interested firms should demonstrate the following qualifications:
· At least 10 years of experience in consulting for public sector entities, particularly in HR Management, organizational development; demonstrated ability to provide sound HR advice to executive management team; experience advising high-level officials/ executive management on HR matters
· Demonstrated experience in the development and implementation of HR policies, procedures, and practices, HR manuals, and setting up HR systems for public sector organizations
· Experience with the development of performance appraisal tools and advising organizations on performance appraisal / career management frameworks 
· Strong understanding of human resource management principles and best practices in the international context
· Ability to work effectively in a challenging environment and build working relationships with different stakeholders
· Strong familiarity with the Somali context. Previous experience working in Somalia / with organization in Somalia would be a significant advantage.

5.1.  Team Composition 
The consulting firm shall propose a core team comprising the following key positions, ensuring that there is a minimum of one qualified member for each role such as Team Leader, Two HR Specialists, one Change Management Specialist, plus any additional support staff deemed necessary to deliver the assignment. Core team members should be based in Somalia for the duration of the assignment and closely familiar with Somalia’s context.
	Key Position
	Professional Experience
	Qualification 

	(1) Team Leader
	Minimum 7 years in HR Management, Organizational development, Labor law, Business administration or similar field.
Previous relevant experience – listing previous work relating to HR and development of HR manuals and policies.
Strong understanding of human resource management principles and best practices
	Master’s Degree (or equivalent combination of Bachelor’s Degree and MBA) in Business Administration, Public Administration, or related fields.

	(2) HR Specialist
	Minimum 7 years in HR management, including policy development and performance management.  
Experience in designing performance appraisal systems and HR manuals.
	Bachelor’s Degree in Human Resource Management, Business Administration, or related fields.

	(1) Change Management Specialist 
	Over 7 years of experience in change management initiatives within public sector contexts. 
Proven ability to facilitate organizational transformation, policies and procedures development with relevant experience in similar assignments.
	Master’s Degree in Human Resource Management,.

Master's degree in Organizational Psychology, Public Administration, or Public Policy  or a related field. 

Certification in Change Management.



6. Terms of Payment 
Payments will be made upon satisfactory completion of deliverables. The terms of payment are as follows:

	#
	Deliverable 
	Timeline

	1. 
	Inception report including detailed work plan
	10%

	2. 
	Completed review of existing HR Policies and staffing structure, gap analysis, and recommendations for updated/new HR Policies and hiring plan [written report]
	15%

	3. 
	Performance Management, Career Development, and Workforce Planning Policies, Procedures, and Tools 
[written documents / tools]
	15%

	4. 
	HR Manual / Handbook & Supplementary HR Policies/ Policy Revisions 
[written documents]
	30%

	5. 
	Knowledge Management Guidelines & Protocols and Training Calendar 
[written documents]
	15%

	6. 
	Change Management Plan and Training Sessions delivered
	15%

	TOTAL
	100%



7. Logistics 
The consulting firm will be responsible for covering its own logistics, including air tickets, local transport, accommodation, and security. NIRA will provide the necessary data and information to facilitate the assignment's completion. NIRA’s Human Resource Department will provide oversight and direction throughout the assignment to ensure the consultancy has all the necessary information.
8. Reporting: 
The consulting firm will report directly to the Director of Human Resource at NIRA, under the general guidance of the Director General of NIRA. The firm will be required to ensure timely communication of any major decisions or actions required during the assignment to expedite delivery.
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