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TERMS OF REFERENCE (TOR) 

PROVISION OF INTERNATIONAL ARMED GUARDS FOR UNHCR OFFICES AND 

GUESTHOUSES IN AFGHANISTAN 

 

Introduction 

1. Previously within Afghanistan, the United Nations utilized a wide variety of 

informal and ad-hoc security arrangements with Afghan National Police, local militias 

and private security organizations on a cost share basis for all involved agencies. 

These arrangements had a wide variation in effectiveness due to a plethora of 

failings, and for the near future, it was unlikely that the MoI would be able to assist in 

that situation. 

2.  Major threats to UN guest houses and offices remained primarily large IEDs 

and complex attacks.  layered security is the cornerstone of the security 

arrangements for UN offices and guest houses. One of the layers of that system 

involves the employment of internal, international armed guards (lAG). The 

deployment of IAGs in compounds where UN international staff have a continuous 

presence is a Security Risk Management Measure (SRMM) requirement in 

Afghanistan. 

 

3. UNHCR has employed IAG since November 2009. Currently UNHCR uses IAG to 

protect its guest houses (GH) and offices in Kabul, Mazar-I-Sharif and Jalalabad. The 

IAG compliment the other security layers of the UNHCR premises; the external Armed 

Department of Protection Services (DPS), Unarmed guards’ component and the 

blast mitigated perimeter walls. IAG also provide direct protection to the UNHCR staff 

in case of an in-extremis event and cover all the buildings and safe spaces in the 

compounds. 

 

4. The IAGs are used to provide the inner perimeter security and inner access 

control at the designated locations and reinforce the existing "DPS" armed guards 

who man the outer Compound perimeter, outer access control, outer Check Points, 

Patrols and Compound Quick Reaction Force (QRF). 

 

Statement of work 

 

5. This Statement of Work details the following: 

a. Start Date and Duration of Contract. 

b. Number of Personnel required. 

c. Key Expectations. 

d. UNHCR Obligations. 
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Contractors Obligations and scope of work. 

 

6. Estimated start date & duration of contract: 

  

a. Start Date: 01 September 2020. 

b. Duration of Contract: 3 years with possibility of extension for another 1 + 

1 year (equal to 5 years). 

 

7. Number of personnel required:  

The contractor shall be responsible for the provision of a fully trained and equipped 

guard force of Armed International Guards (Third country Nationals, non-Afghan) 

such as, former UK, Srilankan or Indian Army Gurkhas as follow: 

 

a. Kabul 

i. 1 x Country Project manager (international armed). 

ii. 1 x Compound Security Manager (international armed). 

iii. 1 x Armed guard coordinator (international armed). 

iv. 1 x Access control coordinator (international armed). 

v. No of posts listed as below. 

 

b. Jalalabad 

i. 1 x Armed guard coordinator (international armed). 

ii. No of posts listed as below. 

c. Mazar-I Sharif 

i. 1 x Armed guard coordinator (international armed). 

ii. No of posts listed as below. 

 

 

Location Post Remarks 

Kabul Country Office 

and Guesthouse. 

6 posts (24/7) 1 x international PM (rotator can 

be CSM). 

1 x international CSM (requires a 

rotator). 

1 x international supervisor 

(requires rotator). 

1 x Access control coordinator for 

ICON (requires a rotator) 

Arrangements for IAG rotators. 

Jalalabad Office 

and Guesthouse. 
3 posts (24/7) 1 x international supervisor 

(requires rotator). 
 Arrangements for rotators. 

Mazar-I -Sharif 

office & 

Guesthouse. 

3 posts (24/7) 1 x international supervisor (requires 

rotator). 

Arrangements for IAG rotators. 
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Work schedule 

 

8. The following work schedule applies. 

 

a. The working hours will be 40 hours per week and 1 day off duty. 

b. Security Personnel are to receive one full week (paid leave) of 7 days 

break outside of their duty station every 6 months. 

c. The initial mobilization period for security personnel will be within 60 days. 

d. The demobilization and/ mobilization to a different location will be within 

30 days from the date of notification. 

e. The final demobilization within 60 days from the end of contract date. 

f. Evict ions and replacement will be done within 7 days. 

g. The successful contractor must be able to provide IAG services anywhere 

in Afghanistan as/when required by UNHCR under the same terms and 

conditions. This may require a 'surge capacity' with a minimum 

deployment time, i.e. 48 hours with a capability to man the position 

permanently. 

  

Key expectation 

 

9. The key expectations required by UNHCR from the successful contractor are: 

 

a. Provide effective & professional physical armed protection of personnel 

at UNHCR offices and guesthouses anywhere in Afghanistan. 

b. Monitor the CCTV cameras and draft daily/weekly security reports with 

the security shortages/recommendations (access control procedures, main 

threats for UNHCR). 

c. To maintain good working relation with DPS and the Police 

commanders responsible for the outer security ring of the UNHCR premises 

and exchange security related information. 

d. To maintain a list of the UNHCR/UN staff members and always know 

their whereabouts (how many staff members are in or out of the premises). 

e. To know the number of visitors to the UNHCR premises and their 

whereabouts - UN, NGO, LA and locals. 

f. To be familiar with the basic provisions of the UNHCR/UN security plan 

for the duty stat ion. 

g. Provide the required number of adequate, qualified & equipped 

international armed guards and supervisors on a 24/7 basis. 

h. Maintain high operational standards and ensure high disciplinary 

standard. 

i. The use of alcoholic beverages and/or illegal drugs by the service 

provider personnel, is strictly forbidden. The service provider shall immediately 
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remove and replace any employee who is under or strongly suspected of 

being under the influence of alcohol or drugs. 

j. Provide effective managerial oversight of the project from Kabul. 

k. Provide effective supervision & coordination of the armed guard 

activities. 

l. Cooperate effectively with UNHCR unarmed guards and external 

armed guards provided by Afghan Protection Services (APS). 

m. Work effectively with UNHCR's security focal point at each location and 

respond to UNHCR requirements as operational and administrative 

circumstances dictate. 

n. The contractor should submit the offers for two options: 

(1) Where the life support services are covered by the contractor 

(2) Where the life support services are provided by UNHCR at a 

reasonable standard. 

o. Life Support consists of providing the guard s at all locations with food, 

water, laundry services, communications, and transport during deployment, 

leave, visas, etc. 

p. UNHCR will provide the equipped living quarters (prefabricate ed 

accommodations) with one-time provision of basic furniture such as beds, 

mattresses, chairs, heaters, fridges, basic kitchen equipment, and washing 

machine. 

 

10. UNHCR Obligations.  

 

a. Project Security Focal Point (PSFP) - The Senior Field Safety Adviser 

(SFSA) in the Kabul Branch Office will be the Project Security Focal Point. 

b. On-Site Security Focal Points (SFP) - UNHCR will provide at each site an - 

International SFP, and/or National Alternate SFP. 

c. Protective Infra structure - UNHCR will provide & maintain physical 

protective infrastructure as required at each location e.g. protected guard 

post boxes and other security related infrastructure. 

d. UNHCR Contractors ID - UNHCR will provide to each guard and 

supervisor a UN Contractor’s Photo ID Card annotated to indicate "Weapons 

Carriage Authorized" valid for duration of the contract. 

e. Security Information & Intelligence - UNHCR Project SFP and On-Site 

SFPs will share with Contractor any available security information relevant to 

the security of UN/UNHCR interests in the respective area; 

 

11. Contractors’ Obligations.  

Requirement; The contractor shall be responsible for the provision of a fully 

trained and equipped guard force of armed International (Third Country 

National, non-Afghan) Armed Guards such as, former UK, Srilankan or Indian 

Army Gurkas. 

 

a. Transportation: 
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i. Air Travel - Contractor is to provide all air transportation for its 

guards and Security Coordinators unless otherwise agreed with 

UNHCR; 

ii. Road Travel - transportation of armed personnel in marked 

UNHCR vehicles is not provided as a general rule and therefore 

the Contractor has to provide its own means of transport. 

iii. Note: The transport of weapons in UNHCR vehicles is strictly 

prohibited as matter of policy. 

iv. Please note that it is against UNHCR mandate, therefore the 

office will not facilitate the import clearance of any type of 

weapons required by the contractor, nor shall the UNHCR 

facilitate internal transport and movements of such weapons. 

Selected contractor is expected to perform such tasks on its 

own.  

 

b. Documentation: The contractor shall be properly registered in terms of 

the laws of Afghanistan and shall be fully compliant with national security 

industry regulations. The Contractor will provide UNHCR the following 

documentation: 

i. Operator's License/ Registration - Copy of License to operate as 

an armed security company DULY APPROVED BY THE MINISTRY 

OF INTERIOR OF AFGHANISTAN. 

ii. Firearms Registration - copy of firearms permit and individual 

firearm serial numbers. AK (7.62 x 39) long barrel type and Side 

arms, (9x19) type short barrel firearm are the preferred for fire 

arms for this operation.  

iii. Insurance - Proof that all Contractors personnel working for 

UNHCR are appropriately covered for medical (including 

medical evacuation) and third-party liability insurance. 

iv. Company SOP's - Contractor Specific SOP's including Use of 

Force and Rules of Engagement, and UNHCR SPECIFIC ROE AND 

SOPS. 

v. On-Site Specific Post orders, SOP's and Security Plan & Rehearsals 

- Within 7 days of deploying guards to any UNHCR location the 

Contractor will produce and provide a copy of site specific 

orders/SOP's and the security action plan that details actions to 

be taken by the armed guards in event of emergencies. This 

plan will be briefed. 

vi. Afghan Country Specific Induction Programme - syllabus and 

training standards that the guards are required to meet prior to 

deployment to a UNHCR site. 

vii. Guard Skills Maintenance Training Plan - plan for maintaining 

guard operational skills throughout duration of contract. 

viii. Equipment List - list of standard equipment issue for guards and 

teams. 
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ix. Guard & Supervisor Personnel Records - Prior to any personnel 

deploying to a UNHCR site the Contractor will provide UNHCR a 

copy of the following documentation for each individual 

supervisor and guard: 

(1) Employee Personal Data Cover sheet (UNHCR format to 

be provided). 

(2) Photo. 

(3) Full names. 

(4) Date of Birth. 

(5) Nationality. 

(6) Nationality Passport number and expiry date. 

(7) Afghan Visa number and expiry date. 

(8) Date of entry into Afghanistan. 

(9) Medical data such as Blood Type and any allergies 

medical alert. 

(10) Induction Programme Training Results to include as a 

minimum. 

(a) English language proficiency. 

(b) Weapons handling proficiency. 

(c) Team Tactical Procedures. 

(d) Combat first aid training. 

(e) Guard Skills - Maintenance Training Results. 

(11) CV including relevant military service records with proof 

of experience as detailed above in "Qualifications and 

experience. 

 

c. Staffing: All personnel must und ergo due diligence and positive vetting 

before being assigned. The staff must have a clean record and may not 

have been convicted of any felony or misdemeanor during a five (5) year 

period preceding the date of submitting the proposals. Police reports 

attesting to this from the personnel country of origin will be made available 

to UNHCR upon request. 

 

i. Project Manager - The Contractor will provide a Project Manager 

to work as the main focal point with UNHCR Project Security 

Focal Point in Kabul. 

ii. Compound Security Manager - The Contractor will provide a 

Compound Security Manager for the Icon premises in Kabul. 

iii. Team Leader - The Contractor will assign experienced Team 

Leaders at a ratio of no more than 1:8 Guards unless otherwise 

agreed by UNHCR. 

iv. Qualifications & Experience - The Contractor will ensure only 

qualified and experienced personnel are hired to implement the 

terms of this contract. The minimum requirements are; 
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v. Individual Armed Guard: 

(a) Military Combat Arms - Minimum 2 years fulltime, 

professional military combat arms experience or equivalent 

police/security experience and proven combat experience. 

(b) Current Skills - Proven proficiency during induction 

training in weapons handling & small unit tactics & field craft, 

medical trauma treatment, communications, less than lethal 

weapons (Baton), ED recognition and response procedures. 

(c) Specialist Skills - At least one member per site must have 

an advanced & current qualification as a Combat Paramedic / 

Basic Trauma Life Saver. 

(d) Communications - Each guard must be able to converse 

in English. Knowledge of the local language (Dari, Pasto) is an 

asset. 

 

vi. On site Team Leader:  

(a) Military Combat Arms - Minimum 5 years fulltime, professional 

military combat arms experience or equivalent police/ security 

experience. 

(b) Leadership experience - Minimum 3 years in Senior NCO or 

Junior Officer (Lt/Capt) rank within Combat Arms and/or Special 

Forces role or equivalent police/ security ranks. 

(c) Current Skills - Same skill levels as required by the Guard post. 

In addition, demonstrates effective leadership and 

organizational skills to be verified during the induction 

programme and must be able to effectively command, control 

and manage a small tactical unit for prolonged periods without 

direct supervision. 

(d) Communications - Team Leaders must be functional in oral 

and written English and if possible, in Dari/Pashto. Must be able 

to prepare basic written operational reports delivered in a 

manner consistent with UNHCR goals and values. Must be able 

to effectively liaise with and communicate with UNHCR PSFP 

regarding corporate and on-site requirements and ensure 

armed guard services are delivered accordingly. 

(e) Communications - Fluency in oral and written English. 

(f) Compliance with UN Security Procedures - The Contractor’s 

personnel will comply with all UN Security Procedures for onsite 

access control and other risk mitigation measures. 

 

d. Leave & absences: The Contractor is responsible for ensuring that 

absences of guards from the ir place of duty are replaced at the 

Contractors expense, including replacements during leave periods, 

e. Duty of Care - The Contractor will provide UNHCR a plan for suitable 

leave, rest & recuperation of its personnel. This plan must be agreed by 

UNHCR before contract is awarded. The contractor will be responsible 
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to maintain and ensure the highest degree of morale and wellbeing of 

their personnel and will be required to provide whatever recreational 

equipment is necessary to achieve this. 

f. Training - The Contractor will prov ide a training plan to ensure IAGs: 

i. Are suitably screened and qualified before being deployed to a 

UNHCR duty stat ion. 

ii. Receive refresher t raining to maintain critical s kills (First Aid, 

Weapons Handling, Emergency Procedures, etc.). 

iii. Weekly scenario-based drills. 

g. Equipment - Contractor will ensure IAG's are suitably equipped to 

respond to a complex attack scenario and hold the site for minimum 2 

hours AND LIAISE WITH LOCAL FORCES FOR SUPPORT. 

h. Personal Equipment - The Contractor will ensure all s supervisors and 

guards are adequately equipped prior to deployment with serviceable 

weapons, ammunition, personal protective equipment (PPE), and 

medical equipment and approved standardized company uniforms to 

include enviro mental clothing & footwear, handcuffs, flashlight, baton, 

notebook and pen, 

i. Team Equipment - The Contractor will ensure each location has 

serviceable team equipment such as 2nd line ammunition stocks & 

cellular telephone communications for each guard, team medical 

pack (first aid kit), aircraft marker panels. 

j. Maintenance of Personal and Team Equipment - The Contractor will 

ensure all personal and tea m equipment is routinely inspected and 

maintained. Unserviceable / missing equipment is to be rep laced at 

Contractors expense. 

k. Weapon and ammunition safe storage is the responsibility of the 

Contractor. 

 

 

 

Updated on  

26 February 2020  

UNHCR Country 

Office, 

Afghanistan 


