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Terms of Reference (ToR)

Overview

As part of its humanitarian assistance programmes implementation, UNHCR in Afghanistan is operating
broadly through Non-Governmental Organizations both National and International Partners.

UNHCR Afghanistan for its partner NGOs’ uses a broadband personnel cost. Individuals contracted by the
partner NGOs are normally under project contract modality and remain personnel to these NGOs and hot UN
staff members. Therefore, they are not covered by UN Staff Regulations and Rules.

The Project Contract remuneration system and salary scales are distinctly different from one NGO partner to
another in purpose, design, comparator labour market and percentile within targeted labour market. The staff
hired by the UNHCR NGO partners are expected to contribute their technical expertise required within the
duration of the project. Engagement of the Partner NGOs’ personnel is not intended to support extended
employment, nor create a career track. Individuals hired under Project Contracts are typically engaged by
UNHCR Partner NGOs only for the duration of a project, and are therefore expected to return to the national
labour market at the conclusion of the project or whenever the function is no longer required by the project.

The basis for the establishment of conditions of service for Project Contract holders is the corresponding
local labour market and must be consistent with prevailing levels of pay for similar services, similar contract
conditions and comparable work in the local labour market. It is therefore necessary to gather information
on local conditions of employment in a structured manner to support construction of Project Contract
remuneration scales. In keeping with the objective of simplicity, Project Contract remuneration scales must
be designed to be comprehensive, inclusive of the value of typical allowances and benefits that are found in
the local labour market. The objective here is not to manage separate allowances and benefits for Project
Contract holders. Rather, the value of these should be included in the remuneration scales such that these
scales are broadly competitive with the total remuneration values for the desired project positions for different
IPs.

The process for establishing Project Contract remuneration scale must be simple and transparent and
applicable to all NGO partners’ personnel. The contents succeeding section of this TOR aims at providing
structural guidance that will make the process straight forward and consistent across the Afghanistan
operation in a more structured approach.

Given this, the remuneration package under the Project is set at the gross level and may not include any
additional lump sum for participation in social insurance programmes and other fringe benefits therein.

In this context, UNHCR would like to engage the services of a reputable and technically qualified
consultancy firm with extensive expertise in labour market analysis, management and organizational
development to undertake the personnel cost (salary) scale survey for UNHCR Implementing Partner NGOs
personnel cost. UNHCR Afghanistan therefore solicits proposals from interested qualified consultancy firms
to conduct a personnel cost (salary) survey for UNHCR Partners personnel in establishing a reasonable salary
scale for project contract holders based on the latest prevailing market rates.
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Objective of the Assignment

The objectives of the consultancy firms are as follows:

1. Toconduct a market survey of comparator organizations (Government, UN Agencies (NGOs funded
by other UN Agencies) and externally aided projects, NGOs) for purposes of reviewing the current
personnel cost (salary) scale in Afghanistan and matching job descriptions.

2. To undertake a comprehensive Job Analysis and Job Evaluation of UNHCR Partners Personnel jobs
included in the staffing table to ensure alignment of remuneration, functions and grade levels, taking
into account the basic concept of equal pay for equal value of work.

3. To consolidate the findings of (1) and (2) above, and derive a new Salary Scale for UNHCR Partners
as well as matching terms of references for the positions.

Scope of work

The Consultancy firm will be in charge of the following:

1. Review existing documentation (organogram of UNHCR Partners, job description for all staff
positions, employment contract, salary breakdown, performance evaluation, HR manual and procedures)
to gain a full understanding of the scope of the study. All contractual situations will be reviewed for staff
recruited by UNHCR Partners.

2. Select 5-10 comparator organizations and conduct survey to confirm the salaries, allowances and

entitlements/benefits offered. On this important task, the ACBAR (Afghan NGOs Coordination Body)
is also a good source of providing effective information on NGOs Personnel Cost (Salaries) Scale
Country-wide, should be contacted and related information sought. In the reports and analysis, the
identity of the comparator organizations will be sufficiently masked to identify broad nature of
business/activities and not the exact name of the organization.

3. Consult other UN agencies on their polices and arrangements related to salary scales of their partners.

4. Match existing Terms of Reference with those of comparator organizations to facilitate an accurate
determination of salary levels for various positions and job groups.

5. Review tax applications on salary and apply updates (if any) to the new salary scale.

6. Develop a compensation package based on the findings of the above taking into consideration the
UNHCR proposed job grading for nationally recruited partner personnel.

7. Make recommendations to staffing and job description in order for the proposed salary scale to be
aligned with the terms of reference of the staff positions.

8. Present a consolidated report with recommendations from the findings of the survey.

Duration of the Contract:

The total duration of the contract shall be 60 days, comprising 10 days for mobilising the team and 50 days
which is broken down as under:

Review of existing documentation and discussions with relevant HR focal points

Drafting of the inception report

Data collection on salary, allowances, entitlements/benefits and job descriptions of comparator
organizations

Research on the various organization and options available

Analysis of data
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e Preparation of draft report
e Presentation of findings of consultancy
e Finalisation of report

Duty Station/Location of the assignments:

The Consultancy Firm will be required to travel to provinces for collecting samples.

Consultancy Firms Eligibility Criteria:

The Consultancy Firm must fulfil the following eligibility criteria for short listing:

Must be a registered firm with Government of Afghanistan with updated certificate.

Should have registered under Tax authorities for the same business

Must have minimum five years of experience in providing consultancy services in the field of similar
kind of survey in the development project sector. (Provide a brief description of the organization
including ownership details, date and place of incorporation of the firm, objectives of the firm, details
of assignments undertaken with references, etc.)

Must have successfully completed at least 3 consultancy assignments of similar nature in the last
three years. (Provide completion certificate from the employer in last three years).

Must have requisite number of HR professionals with relevant experience and qualification as
mentioned in the ToRs. (Provide a self-certified organisational structure of the firm with details of
professionals relevant to the assignment).

Facilities to be provided by UNHCR in the Project:

UNHCR will provide the following to facilitate the survey task:

Vi.

Vil.

UNHCR Partners Nationally recruited personnel recommended job grading.
Updated complete Job Descriptions and/or Terms of Reference of all positions.

i. Information on staffs’ current Compensation Package (salary scales and benefits).

UNHCR Partners’ Project Design and HR policy documents.

Access to any other documentation that will facilitate achievement of the objectives of the
consultancy.

Issue a letter of authorisation to the comparator organizations selected that the Consultancy Firm to
collect the confidential HR information related to compensation package and the data thus collected
will be treated as confidential and not be released in public domain without the concurrence of the
comparator organization.

UNHCR will require the consultancy firm and all members of its project team to treat any
information provided with the highest level of confidentiality. Likewise, UNHCR commits to
observe strict  confidentiality related to information provided on comparator
organizations/employers.

Payments to the consultancy Firm:

Payments under the contract would be made within 15 days after acceptance of the final report and
submission of invoice.
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Staff/Personnel requirement and experience:

To execute the assignment the Consultancy Firm will need to deploy the following team:

The Team leader. The team leader will be responsible for:

Developing the methodology for the assignment;

Leading the discussions with the comparator organizations and analysing the job
descriptions of UNHCR IPs in Afghanistan and comparator organizations;

Leading the analysis of the data obtained,;

Leading the drafting of the report;

Coordinating the implementation of the assignment;

Liaising with the UNHCR and UNHCR IPs’ management. S/he would have the following
qualifications: holder of Master’s Degree in Human Resources Management. S/He would
have the following experience: at least 7 years of relevant experience of which 5 should be
in senior positions; a minimum of three (3) similar assignments in the last 5 years. S/He will
demonstrate excellent analytical skills, and ability to understand and make logical and clear
conclusions. The team leader must be fluent in written and spoken English. Demonstration
of advanced knowledge on labour laws and other applicable employment laws of the
state/country would be added advantage.

The researchers. The researchers will:

Assist the team leader in the implementation of the assignment;

Carry out the survey of salary scale and other benefits, and will assist in the job analysis;
Contribute to the data analysis and the drafting of the report;

Participate in the presentation of the findings to UNHCR;

Assist the team leader in finalization of the report; would have the following qualification (i)
Master’s degree in Social Sciences and Postgraduate (PG) Diploma in HRM with a minimum of
2 years of demonstrated experience in similar assignments. Knowledge of using statistical
models would be added advantage. Should have good analytical skills and communication skills.



