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[bookmark: _Toc173852398][bookmark: _Toc83384509]Background to the Project
Pakistan has had a protracted refugee situation since 1979, hosting more than four million Afghans at its peak. Pakistan is currently hosting 1.435 million Afghan refugees, of which nearly half are women. This is in addition to 0.84 million Afghan Citizen Card Holders and more than 0.5 million undocumented Afghans.

The Government of Pakistan (GoP) has been successfully facilitating the voluntary repatriation of Afghan refugees. In 2018, the GoP on its own resources completed the documentation of about 840,000 undocumented Afghans and issued Afghan Citizen Cards in Pakistan.

In March 2021, the GoP signed a Financing agreement with the World Bank on a project titled, “Strengthening Institutions for Refugee Administration (SIRA)”. This project is to improve organizational and institutional capacity for managing refugees and host communities in Pakistan.

[bookmark: _Toc173852399]Objectives of the assignment
The goal of this assignment is to enhance the institutional and organizational capacity of the Chief Commissionerate for Afghan Refugees (CCAR) and its four provincial Commissionerate (CARs) through a comprehensive functional and organizational review, as well as job evaluation. The resulting capacity-building plan will serve as a strategic roadmap for future development, aiming to improve the department's infrastructure and human resource management. By focusing on the professional growth and effectiveness of approximately 1500 staff, this initiative will strengthen the department’s ability to implement refugee policy and manage refugee affairs effectively.
The assignment aims to evolve the organization in response to the shifting needs of refugee management. As the focus transitions from camp-based management to urban refugee management and support to the host communities, it is essential to ensure that the services provided by CCAR and CARs are adapted to this new context. In light of the changing refugee landscape, enhancing organizational capacities is critical to provide greater protection. There is also an urgent need to tackle the health and education challenges refugees face at the provincial level and to strengthen the capacities of the staff to meet these demands effectively.
Overview of CCAR and CARs
The Chief Commissionerate for Afghan Refugees (CCAR) is primarily responsible for the protection, registering and documenting refugees, managing the administration of refugees, coordinating with international humanitarian and development agencies to provide essential services, and developing policies in collaboration with relevant stakeholders. CCAR acts as the central authority on all Afghan refugee-related matters in Pakistan, offering guidance and direction to the provincial Commissionerate (CARs) and ensuring a consistent approach to refugee management across the country and at the same time implementing arom of Ministry of SAFRON.
At the provincial level, CARs serve as the operational extensions of CCAR. They manage the refugees within their respective provinces, coordinate with local authorities to ensure that refugees living outside these villages have access to essential services, and implement the policies and programs developed by CCAR. CARs also play a crucial role in maintaining communication between the refugees and CCAR, ensuring that the needs and concerns of the refugee population are effectively addressed.
[bookmark: _Toc173852400]Scope of Works:
The assignment involves a comprehensive functional, organizational review & job evaluation of the staff (GoP & Project) and enhancement of the institutional and organizational capacity of the Chief Commissionerate for Afghan Refugees (CCAR) and its provincial Commissionerate (CARs). Below are the key tasks to be undertaken:
1. Review of Existing Institutional Framework
This involves a thorough examination of the current organizational structure and resources within CCAR and CARs, in light of the need to adapt the institutions to the shifting nature of refugee management and service delivery in Pakistan. The review of the Institutional Framework will include an analysis of the existing organogram, units, sections, departments, and sanctioned strength of CCAR and CARs (GoP & Project Staff), within the broader context of the roles and responsibilities of other institutions related to refugee management. These would include provincial line departments and federal agencies such as NADRA. The objective is to evaluate their effectiveness and suggest improvements based on the evolving refugee management context in Pakistan. The consultant will conduct a detailed assessment of current organizational systems to identify digitalization gaps in organization and areas for improvement. A plan for digital transformation will be developed by the consultant and integrated, aimed at streamlining processes, improving data management, and enhancing overall operational effectiveness through digitalization.
2. Functional Review
This will be a detailed analysis of specific departments within CCAR and CARs, focusing on their roles and performance and advising if any new department is required or a department/unit may be required to close.
· Departmental Focus: Each department (e.g., Relief, RAHA, Protection, HR, District Administration Offices, and Security etc) will be individually assessed to identify areas needing improvement in the structure and the human resource fit for the purpose.
· Improvement Opportunities: The review will highlight inefficiencies or gaps that can be addressed and the solution to address these gaps, including an assessment of human resources financed through off and on budget resources. The sustainability of positions financed by external resources will be assessed. The review will also analyse the sustainability of on-budget resources and make recommendations for the recurrent budget of SAFRON. 
· Key Performance Indicators (KPIs): KPIs for the staff (GoP & Project) will be defined to measure and track their performance effectively.
· Review and Digitalization of the Existing Systems: A detailed assessment of current organizational systems will be conducted to identify gaps and areas for improvement to digitalize the systems. A plan for digital transformation will be developed and integrated, aimed at streamlining processes, improving data management, and enhancing overall operational effectiveness through digitalization.

3. Organizational Review
A broader assessment of the entire organization will be conducted, examining how well it functions as a cohesive unit.
· Intergovernmental Coordination: The coordination between CCAR and CAR and other federal and provincial level agencies will be assessed and mechanisms for strengthening and formalizing coordination to support the achievement of the mandates of CCAR and CAR will be suggested.
· Structural Examination: The overall structure and processes will be analysed to determine how different functions and departments collaborate to meet organizational objectives.
· Alignment and Coordination: The review will assess how well-aligned and integrated various departments are, ensuring they work together efficiently and the reporting lines and smooth reporting mechanism.
· Systemic Issues: Potential bottlenecks, systemic issues, and opportunities for improvement will be identified and implementation modalities will be provided for the improvements.
· Performance Targets: Organizational performance targets will be established, with clear objectives and goals and defined modality to achieve it.
Review of Overall coordination with the Ministry of SAFRON.

4. Job Evaluation of Staff
An evaluation will be conducted to assess the skills of staff members across several areas, including:
· Job Descriptions (JDs): Review the existing JDs of the staff and improve the JDs according to needs as determined by the functional review. 
· Technical Skills: Evaluation of the specific technical expertise required for their roles in accordance with the academic qualification and experience.
· Communication Skills: Assessment of their ability to communicate effectively within the organization and with external stakeholders and placement/ranking of the staff in hierarchy accordingly.
· Leadership and Management Skills: Analysis of leadership capabilities and management practices and placement/ranking of the staff in hierarchy accordingly.
· Collaboration and Teamwork: Evaluation of their ability to work collaboratively within teams and placement/ranking of the staff in hierarchy accordingly.
· Time Management and Organization: Evaluation of their efficiency in managing time and organizing work considering past performance, workload and ability to perform and placement/ranking of the staff in hierarchy accordingly.
· Continuous Learning: Focus on their commitment to ongoing professional development.
· Digital Literacy and AI: Assessment of their proficiency in digital tools and emerging technologies like AI.
· Creative Thinking: Evaluation of their ability to think creatively and propose innovative solutions.
Based on the above skills staff will be graded and ranked for the hierarchy in the organization especially the project staff. 
As part of the Job Evaluation process, the assignment will undertake a critical analysis of staff positions to determine those that are no longer necessary in light of the evolving refugee situation. It will include a proposal for the rationalization of these positions, ensuring that recommendations are made in alignment with organizational goals and legal frameworks. This will cover positions funded by both the Government of Pakistan (GoP) and project-based, aiming to optimize resources and enhance operational efficiency. The consultancy will provide recommendations for managing the removal of redundant staff positions. This will include a well-structured exit proposal offering severance packages, or transition support, and assistance with job placement where feasible.
In conclusion, the organizational review should identify the necessary positions and appropriate grade levels required to fulfill the functions of CCAR and CAR. A subsequent job evaluation will determine if there are existing staff already performing these roles, enabling formalization where applicable. Alternatively, the review may reveal staff performing redundant functions or highlight unfilled critical roles. In such cases, internal recruitment or reassignment may be necessary, or the organization might need to recruit externally to meet operational demands effectively.
5. Comprehensive Proposal Based on Assessment
The final stage involves developing a detailed proposal that provides actionable recommendations based on the assessment and analysis of CCAR and CARs:
· Organizational Performance Targets: Establishing SMART (Specific, Measurable, Achievable, Relevant, Time-bound) goals for each department and organization.
· Organogram: Proposing an updated organizational structure, including detailed reporting lines for various departments.
· Key Performance Indicators: Designing KPIs for the staff of the CCAR and Provincial CARs
· Resource Allocation: Suggesting optimized allocation of resources such as HR, equipment, and mobility resources on a department-wise basis.
· Job Descriptions (JDs): Defining clear job titles, roles, and responsibilities, along with essential duties, required skills, qualifications, and experience.
· Professional Staff Mapping: Mapping staff to technical job categories and assigning pay grades or scales based on a structured grading system, including salary ranges, benefits, promotion criteria, and career progression paths based on the assessment made on the job review of the staff, where relevant.  
· Training and Capacity Building: Identifying necessary training programs and relevant training institutes to build staff capacity effectively.
This structured approach will ensure to enhance the CCAR and CARs organizational capacity to undertake its mandate in a changing refugee protection context with clear organizational performance targets thus leading to improved refugee management in Pakistan.
Project Appraisal Documents (PAD) is attached at Annex-A. The PAD outlines all the Disbursement-Linked Indicators (DLIs), including those mentioned above, as well as the project's objectives, expected outcomes, and detailed implementation strategies. 

6. Final Reporting: 
[bookmark: _Toc173852401]The assignment will produce separate, detailed reports for the Chief Commissionerate for Afghan Refugees (CCAR) and each provincial Commissionerate (CAR). These reports will cover:
· Functional Review: Evaluation of departmental functions, identifying strengths & weakness and areas for improvement.
· Organizational Review: Analysis of the organizational structure, coordination, and systemic issues, with recommendations for enhancing efficiency.
· Job review (GoP & Project Staff): Assessment of staff skills, identifying gaps, and recommending targeted training programs, identification of overlapping or redundant roles.
· Staff Mapping & KPIs: Mapping staff roles, defining KPIs, and establishing pay grades (Project Staff) and career progression paths.
· Departmental Organogram: Updated organizational charts with optimal resource allocation and departmental organogram(s).
· Organizational Performance Targets: Establishing SMART (Specific, Measurable, Achievable, Relevant, Time-bound) goals for each department and organization.
· Digitalization of Systems: Digital transformation plan development and integration with the existing systems to improve data management, and enhancing overall operational effectiveness through digitalization.
· Key Findings Summary: Summarization of critical insights and their strategic implications.
· Recommendations: Suggestions for refining vision, mission, policies, and procedures to improve organizational performance.
These reports will provide actionable recommendations to enhance the capacity and effectiveness of CCAR and CARs in managing refugee affairs in Pakistan.

7. Deliverables and timelines
[bookmark: _Toc87865906][bookmark: _Hlk103096009]     The deliverables of the consultancy engagement are as follows.
	S.No.
	Deliverable
	Indicative Payment
	Time Duration
(calendar days)

	1
	Inception Report outlining the conceptual framework, scope of services, deliverables, duration, methodology, work plan, and schedule of activities for conducting functional and organizational reviews of CCAR and 4 provincial CARs along with job review.
	10%
	7 days

	2
	Draft report on functional, organizational and skills audit of the protection units to be submitted by consulting firm.
	-
	30 days

	3
	Review of report by OSU, CCAR and CARs
	-
	10 days

	4
	Submission of final report by firm.
	30%
	10 days

	5
	Draft reports on restructuring, functional, organizational review and job review, staff mapping and developing KPIs for all staff separately for CCAR and each CAR (GoP & Project Staff).
	30%
	45 days

	6
	Review of report by OSU, CCAR and CARs
	-
	10 days

	7
	Submission of final report by firm.
	30%
	10 days

	
	Total
	100%
	122 days



8.  Evaluation Criteria
	Sr. No.
	Mandatory Eligibility Criteria
	YES
	NO

	1.
	Proof of at least (08) years of working as incorporated entity (Certificate of incorporation shall be attached)
	
	

	2.
	NTN Certificate 
	
	

	3
	Last 3 years’ tax returns
	
	

	4.
	Articles of association / statutes
	
	

	5.
	Statement of financial turnover of last 3 years
	
	

	6.
	Audit reports of last 3 years from QCR rated Chartered Accountant firms
	
	

	7.
	Declaration of not blacklisted by any public organization, development agencies or defaulter of any schedule bank, and not involved in any litigation with Commissionerate Afghan Refugees currently, on legal stamp paper of PKR500. 
	
	

	8
	Assignment to be completed in all respect in 122 days, enclose the SCHEDULE
	
	

	 Notes:  a. Tick YES if the conditions are met otherwise NO
               b. An application not fulfilling any of the above criteria will be disqualified





	Technical Evaluation Criteria

	Sr. No.
	 Descriptions 
	Max Marks 

	1.
	[bookmark: _GoBack]Minimum of 08 years of general experience with development sector organizations National and International working in Pakistan, donors funded projects (e.g. Asian development Bank, World Bank, UN Agencies etc.)  Government and Civil Society. 
1-2 years = 10 marks
3-5 years = 15 marks
6-8 years = 20 marks
	20

	2.
	Having conducted assignments on organizational restructuring, human and organizational functional reviews, structural assessments of organizations, change management and capacity assessment of public/private sector organizations. 
1-4 assignments = 5 marks for each assignment
Five or more than five assignments = 25 marks
	25

	3.
	Having conducted assignments on functional & organizational review of public sector organizations that can be verified through references from previous clients and final outputs.
1-4 assignments = 5 marks for each assignment
Five or more than five assignments = 25 marks
	25

	4.
	Associated Human Resources
a. Team Lead:                                                                              Sub-total marks 8 Master’s in public administration/public policy/project management/Business administration/Economics/BSc Engr.
1. Master's or above degree holder in the above fields = 5 marks 
Having experience in relevant field 
1. 1-5 years’ experience, 0.5 marks per year 
1. Six or more than six years = 3 marks
b. Legal Advisor                                                                         Sub-total  marks 8
1. LLB or equivalent degree having a valid high court license  = 5 marks 
Working experience in judicial work 
1. 1-5 years’ experience 0.5 marks per year 
1. Six or more than six years = 3 marks
c. HR Specialist                                                                           Sub-total marks 8 
1. Master's or above degree holder in MBA/MPA/HRM/Project Management = 5 marks 
Working experience in the related field
1. 1-5 years’ experience 0.5 marks per year 
1. Six or more than six years = 3 marks
d. HR Associate                                                                           Sub-total Marks 3
1. Bachelor's or above degree holder in MBA/MPA/HRM =  1 mark 
Having experience in the related field  
1. 1-3 years 0.5 marks per year 
1. 4 years or more than 4 years =2 marks
e. Data Management Associate                                                  Sub -total Marks 3
1. Bachelor's or above degree holder in Computer Science/IT/Data Management/Statistics =  1 mark 
Working experience in the related filed
1. 1-3 years 0.5 marks per year 
1. 4 years or more than 4 years =2 marks
	30

	 Grand Total Marks
	100



8

