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Terms of Reference for Institutional Development and Governance Consultancy

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.
Pursuant to its goal of registering millions within a short period, NIRA is seeking an experienced and competent service provider to support the development of core institutional and operational frameworks, processes, and procedures that will help ensure that it can deliver on its mandate in an inclusive, trusted, and efficient manner.   See the scope of work for more information on the assignment's parameters. 
2. Objectives 
The main objective of the consultancy assignment is to develop standard operating procedures (SOPs) and provide a comprehensive Service Charter and Board Charter for NIRA. The consultancy will guide NIRA through a structured visioning process to articulate NIRA’s inter-departmental interaction and workflow, ensuring alignment with its strategic goals and institutional priorities. The outcomes of the SOP development and rapid assessment will ensure that NIRA’s operational processes are implemented correctly (quality) and consistently across all functions, enhancing efficiency and service delivery. 
It is expected that the selected consultant work closely with a parallel NIRA aimed at developing human resource policies, procedures, and frameworks, as the outputs of this work will inform the work of that consultancy.
3. Scope of Work
The scope of this consultancy will encompass the following key activities:
3.1. Gap Analysis
· Perform a gap analysis of existing SOPs, updating them in accordance with best practices
· Analyze workflows or inter-departmental interaction to pinpoint operational inefficiencies or redundancies that may hinder effective service delivery of NIRA.
· Conduct detailed business process mapping for all departments, units, sections, and cross-cutting functions to enhance operational clarity.
3.2.  Development of Standard Operating Procedures (SOPs)
· (Internal SOPs). Develop clear and consistent SOPs for identified processes to ensure operational clarity of all NIRA’s core management teams including departments and units, sections and crosscutting activities.
· (External SOPs). Create SOPs governing data sharing between NIRA and its partner organizations regarding digital identity verification, including HUBIYE Platform (Verification Platform).
· Outline the purpose of each SOP, specifying the roles and responsibilities of all relevant departments and units, along with expected outputs and timelines.
· Recommend a format for SOP content, including methodologies for identification, cross-referencing, sequencing, document control, and approval processes.
· SOPs should be made available through a digital format that they are easy to share and adopt by the respective departments and units going forward.
· Train NIRA staff on the new SOPs, their implementation, and on future updates/SOP development.
3.3.  Organizational Structure Review
· Conduct thorough analysis of  the existing institutional departmental/units structure and hierarchies, ensuring alignment with NIRA's mandate and objectives. 
· Facilitate a validation process for the proposed organizational structure, including rationalization of existing staff based on the new design.
· Recommend an optimal organizational structure, incorporating line and staff functions, and create corresponding organograms focused on clarity, accountability, coordination, and cost-efficiency.
· Identify critical functions and positions requiring external recruitment to enhance NIRA’s performance.
3.4.  Service Charter Development
· Create a Service Charter that articulates NIRA’s commitment to service delivery, outlining expected service standards.
· Components of the Service Charter:
· Define NIRA’s vision and mission statements.
· Establish clear standards for quality, timeliness, and responsiveness.
· Specify how NIRA will engage with stakeholders and incorporate their feedback.
· Define metrics to measure service delivery effectiveness
3.5.  Board Charter Development
· Develop a Board Charter outlining the governance framework for the Board of Directors, detailing roles, responsibilities, and operational guidelines.
· Components of the Board Charter:
· Specify the structure and composition of the Board, including individual member roles.
· Clearly define the roles and responsibilities of the Board and its committees.
· Outline procedures for Board meetings, including frequency, quorum requirements, and decision-making processes.
· Establish a code of conduct for Board members to ensure ethical governance and accountability.
· Define the process for evaluating the Board's performance and conducting regular reviews.
3.6.  MEAL Framework and Tools
· Design a Monitoring, Evaluation, Accountability, and Learning (MEAL) framework aligned with NIRA's strategic objectives.
· Create practical tools and templates for data collection, analysis, and reporting to support effective MEAL implementation.
· Establish strategies to integrate MEAL processes into existing operations and NIRA’s institutional culture.

4. Deliverables
	#
	Deliverable 
	Timeline

	1. 
	Inception report including detailed work plan
	Week 2

	2. 
	Completion of a gap analysis and recommendations for existing SOPs
	Week 5

	3. 
	Development of internal SOPs as well as external SOPs governing data sharing between NIRA and partner organizations related to digital identity verification.
	Week 9

	4. 
	Report on the review of the organizational structure and recommended changes (incl. changes to overall org. structure and updated organograms, any rationalization of existing staff, and staff line functions)
	Week 13

	5. 
	Development of a service charter and board charter outlining governance for the board of directors and NIRA’s commitment to service delivery. 
	Week 16

	6. 
	MEAL framework
	Week 18

	7. 
	Trainings on SOPs delivered to NIRA staff & final report  
	Week 21




5. Key Qualification and Requirements of the Firm
· Minimum of 10 years of experience in organizational development, Reform Management, Strategic planning public administration or a closely related field.
· Demonstrated experience in conducting functional and institutional reviews for organizations.
· Demonstrated application of strategic planning and organization development tools and processes
· Track record of successfully developing SOPs for entities and with comprehensive knowledge of the business. The Firm should have successfully delivered at least two similar assignments in the last five years.
· Experience in managing relationships with government and multilateral agency 
· Strong familiarity with the Somali context. Previous experience working in Somalia / with organization in Somalia would be an added advantage.

6. 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, SOP Specialist, Business Development Specialist, plus any additional support staff deemed necessary to deliver the assignment. Team members should be based in Somalia and should be familiar with the context.
	Key Position
	Professional Experience
	Qualification 

	(1) Team Leader
	Minimum 10 years or experience in organizational development, strategic planning, and public administration.  

Proven track record in leading Functional and Institutional Reviews. 
Extensive experience in managing relationships with government and multilateral agency stakeholders.
	Master’s degree in public administration, Public Policy, Business Administration, Organizational Development, or related field. 
Certification in Change Management, or similar qualification. 

	(1) SOP Development Specialist
	Minimum 10 years of experience in developing and implementing SOPs for various entities.
Comprehensive knowledge of business processes and operational frameworks development. Experience in designing procedures and guidelines 
	Bachelor’s or master’s degree in business administration or related field. 
Certification in Process Improvement or Quality Management., or related fields.

	(1) Institutional Development Specialist
	Minimum 5 years of experience in institutional development, human resource management, or similar field with relevant experience in similar assignments.
	Master’s degree in Organizational Development, Business management, Public Administration, Public Policy, or related fields.

	(1) M&E Specialist 
	Minimum 5 years of experience in Monitoring & Evaluation, including the development of MEAL frameworks and tools for public sector or non-governmental organizations.
	Master’s degree in Monitoring and Evaluation, Public Administration, or Public Policy, or related fields.



7. Terms of Payment 
Payments will be made upon satisfactory completion of deliverables. The terms of payment are as follows:
	#
	Deliverable 
	Payment Percentage

	1. 
	Inception report, including a detailed work plan
	 10%

	2. 
	Completion of a gap analysis and recommendations for existing SOPs
	
	



10%

	3. 
	Development of internal SOPs as well as external SOPs governing data sharing between NIRA and partner organizations related to digital identity verification.
	20%

	4. 
	Report on the review of the organizational structure and recommended changes (incl. changes to overall org. structure and updated organograms, any rationalization of existing staff, and staff line functions)
	
20%

	5. 
	Development of a service charter and board charter outlining governance for the board of directors and NIRA’s commitment to service delivery. 
	15%

	6. 
	MEAL Framework
	10%

	7. 
	Trainings on SOPs delivered to NIRA staff & final report  
	15%

	TOTAL
	100%



8. 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 Administration and Finance  Department will provide oversight and direction throughout the assignment to ensure the consultancy has all the necessary information.
9. Reporting 
The firm will regularly report to the Director General of NIRA. The reporting process will consist of the following elements:
· Regular Updates: The consulting Firm will provide regular updates on the assignment's progress. This could be weekly, depending on the preference of the Director General.
· Interim Reports: After each assignment stage, along with the Deliverables specified above, the consulting Firm will submit brief interim reports summarizing the activities carried out. These reports will allow the Director General and other staff to provide feedback and direction for subsequent stages.
· Final Report: Upon completing the assignment, the Firm will prepare a comprehensive final report. This report will detail all the work done throughout the assignment, findings, and final recommendations for reorganization and modernization. The report should also include an implementation plan for the proposed changes and a monitoring and evaluation plan to track the impact of the changes.
· Presentations: The team lead/Consulting Firm will make presentations to the Director General and other key stakeholders at crucial stages of the assignment, such as when presenting interim findings or the final report. These presentations will provide an opportunity for direct dialogue and feedback.
· Ad Hoc Reporting: The consulting Firm will promptly communicate any issues, challenges, or significant developments outside the regular reporting schedule.
·  NIRA and the consulting Firm will agree upon the frequency, content, and format of reporting at the beginning of the assignment. Consulting Firm will ensure that all reports are clear, concise, and tailored to the needs of NIRA.
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