FEDERAL REPUBLIC OF SOMALIA

TERMS OF REFERENCE (TOR)

FOR:

Consultancy Services for quality management documentation and procedures for Somali
Bureau of Standards.

November 2024
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1. Background:

Somali Bureau of Standards

The Somali Bureau of Standards (SoBS) is the mandated institution in Somalia, spearheading
the nation's commitment to quality assurance, safety, and economic development. Established by
the Somali Standards and Quality Control Act Lr27, SoBS officially commenced operations in
2020, marking a significant milestone in Somalia's pursuit of a robust quality infrastructure.

The Somali Bureau of Standards (SoBS) operates with a multifaceted mission tailored to the
specific needs of Somalia. Key objectives include establishing a comprehensive quality
infrastructure encompassing standards, metrology, accreditation, and conformity assessment.
SoBS prioritizes consumer protection by preventing the consumption of harmful products.
Additionally, the Bureau actively promotes export through standards harmonization, enhancing
the global competitiveness of Somali goods in collaboration with exporting sectors institutions.
Supporting the standardization of local production, SoBS aims to elevate the quality of
domestically manufactured goods, fostering growth in local and international markets. Aftiliating
with regional and international standard bodies ensures Somalia's alignment with global best
practices.

The Quality Infrastructure System (QIS) championed by SoBS serves as a catalyst for elevating
the quality of products and services at a national scale. Beyond regulatory functions, the QIS
stimulates demand for quality products and services through effective coordination with
individual sectors and systems in place at the sectors, thereby invigorating individual businesses
and propelling economic growth. It is positioned as a transformative force that not only ensures
compliance but also fuels a culture of excellence and innovation.

SOBS is a pivotal government institution established with the primary objective of promoting
standardization, quality assurance, and conformity assessment across various industries within
the Somali Republic. SOBS plays a crucial role in enhancing the competitiveness of Somali
products and services both domestically and internationally. Specifically, the institution achieves
this through the following key functions along the collaboration with the national sectors:

1. Standardization: SOBS is responsible for developing and adopting national standards
across various sectors, including manufacturing, agriculture, healthcare, and other services.
These standards are designed to enhance product quality, safety, and reliability. The sectors
empower SOBS by presenting and developing the standards specific to their area of
technicality.

2. Quality Assurance: The bureau is mandated to implement quality assurance programs and
conformity assessment procedures to ensure that products and services comply with
established standards. This includes certification processes, product testing, and inspection
mechanisms.

3. Regulatory Compliance: SOBS collaborates with regulatory bodies to ensure that
businesses and industries adhere to national and international standards. This collaboration
is vital for maintaining a regulatory environment that fosters fair competition and protects
consumers.

4. Capacity Building: SOBS is actively involved in capacity-building initiatives, providing
training and technical assistance to businesses, government agencies, and other
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stakeholders. This helps improve the understanding and implementation of quality
standards throughout the country.

5. International Collaboration: Recognizing the importance of global integration, SOBS
engages in partnerships and collaborations with international standardization bodies and
other relevant organizations. This facilitates the adoption of best practices and ensures
alignment with global standards.

SOBS plays a critical role in supporting economic development and trade by instilling
confidence in Somali products and services. The bureau's efforts contribute to the creation of a
favorable business environment, attracting investment, and facilitating international trade
relationships.

DRIVE Project

Under the Horn of Africa Initiative, the World Bank is financing the De-Risking, Inclusion and
Value Enhancement of Pastoral Economies Project (DRIVE). DRIVE aims to protect pastoralists
against drought shocks, using a package of financial services including drought insurance,
payment, savings and possibly credit, and to connect pastoralists better to markets by upgrading
the livestock value chains and facilitating the regional livestock trade. This project is regional
and with Djibouti, Ethiopia, Kenya and Somalia participating. The development objective is to
enhance de-risking, financial inclusion and value addition of pastoral economies in the HoA.

DRIVE project envisions to protect pastoral Economies from disaster brought about by drought
and related natural calamities through De-risking and Livestock value chain enchantment by
supporting private investment in the pastoral value chains to facilitate livestock trade to ensure
pastoralists get more value for their livestock-rearing activities.

The project has two components: Component 1- Package of financial services for climate
resilience that will support the provision of an integrated package of financial services to build
the climate resilience of pastoralists. Component 2 focuses on Livestock Value Chains and Trade
Facilitation. In Somalia, the activities will have a strong focus on quality infrastructure which is
incipient in the country.

Somalia is developing its national quality infrastructure system and strengthening the national
quality infrastructure system will support the livestock sector to export more live animals and
processed livestock products. SoBS faces some challenges including support for standards
development in terms of procedural scope and operations, for implementing metrology,
certification and testing services that are nearly not yet operational. Similarly, there is need for a
quality assurance system for livestock products.

This sub-component will improve livestock product quality by supporting (i) technical assistance
to SOBS covering standards, accreditation, metrology and conformity assessment while
coordinating closely with MoLFR. The technical assistance will also include testing, laboratory
procedures, the activities on livestock quality and regulations, establishment of quality systems
and operation of a traceability system for livestock are responsibility of the Minister of
Livestock; and (ii) goods and services including equipment and testing supplies.

Within this framework, the Federal Government of Somalia is seeking the services of a qualified
firm(s) with relevant experience in undertaking the assessment, audit and implementation of
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Quality Management Systems, including the creation of procedures, manuals, and regulatory
documentation, to meet ISO 9001:2015 certification standards for the Somali Bureau of
Standards.

2. Objectives:

Comprehensively assess the management systems, address gabs and develop necessary
documentation under the Somalia Bureau of Standards to facilitate the road to system
certification and accreditation on Quality Management System. This will allow SOBs to meet
international standards, improve operational efficiency, and enhance customer satisfaction. This
will involve:

a) Perform initial gap assessment of the existing management system/documentation
of the SOBS against the requirements of the standards and produce a gap analysis
report. Identify areas needing improvement

b) Train the technical team and functional heads as champions on the implementation
of the standard.

c) Develop documents (policies, procedures, quality and manuals

d) Carry out final gap assessment to establish readiness for ISO 9001:2015 certification
and produce a final gap assessment report.

e) Identify methods applicable to accreditation as per the need analysis report.

f) Prepare documentation required for accreditation

g) Identify potential accreditation body for the organization.

3. Scope of the Consulting Services

The specific objectives of the assignment are to:

a) Determine the scope of the objective under the first phase and finalize the same
through discussion with the management representative responsible for implantation of
procedures.

b) Define methodology and work plan of implementing the assignment up to
application for certification.

c) Perform a gap analysis of the existing management system/documentation of the
Officeagainst the requirements of the standards and produce a gap analysis report.

d) Finalize the activity plan with the Office ISO project steering team based on GAP
analysis.

e) Develop customized training course material in soft copy (as well as hard copy) for
conduct all necessary trainings for all levels of staff.

f) Conduct training that will include the following levels.

a. Top/Senior management briefing; an overview of the requirements of the
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standards,implementation methodology and benefits to the Office.

b. Awareness training for selected employees of the Office on the requirements
of the standards, their role in the implementation and maintenance of the
systems and the benefits to the Office.

c. Detailed training on planning, documentation, implementation and internal
auditing of the quality management system for the Office 1SO project
steering team

d. Train and qualify selected employee of the Office as internal auditors.

g) Assist in coordination of required management progress reviews during the QMS
installation.

h) Develop all necessary documentation including risk-based management as required
in 1ISO9001:2015 for best practices and guide the Office ISO project steering team
on implementing the same.

i) Advise the Office ISO project steering team on change management strategies and
the success factors to support effective implementation of the system.

J) Assistin planning, conduct and guide the initial internal audits using the trained and
qualified employee as Internal Auditor.

K) Assist in evaluation of performance of the implemented 1SO 9001:2015 Quality
Management System through internal audits including addressing non-conformities,
reviewof corrective actions taken and documentation of such reviews.

I) Assist in coordination and participate (as observer) in first management reviews
after the conduct of internal audits.

m) Provide guidance in the preparation and review of final documents prior to
application for certification.

n) Guide the Office ISO project steering team to complete the application package for
certification and in addressing the necessary correction or corrective actions
identified fromcertification application n review (desk audit), onsite certification
audit, and any necessaryfinal review of documentation.

4. Duration and Location of the Assignment
The duration of the assignment shall be up to Six (6) Months from contract commencement
date in 3 phases. The consulting firm shall distribute the consulting assignment into
approximately 3 equal phases based on deliverables indicated below. The phases shall be

reviewed and agreed upon with the project manager before work commences.
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Phases
Phase 1

Phase 2

Activities

a)

b)

d)

Gap analysis of the current system in place.
Review  existing  documentation  and
procedures

Deliverables
Gap Analysis reports Project

Implementation plan

Quality Management System Design and Templates for policies and SOPs

Development

-Develop a Quality Policy and Objectives
aligned with ISO 9001:2015; create the
Quality Manual, standard operating
procedures (SOPs), work instructions, and
forms/templates

Provision of comprehensive guidelines for the

development of ISO documents and facilitate

this effort through consulting and appropriate
training.

Preparation and provision of mandatory

procedures required by the standards and

developing the quality policy, quality
objectives and quality manual.

Revision of existing Standard Operating

Procedures and development of new

procedures where necessary in consultation

with the process owners and in line with the

SOBS strategic objectives.

Provision of Bi-weekly progress reports to

Management in monitoring progress of

implementation.

a) Ensure that staff are appropriately trained
on the requirement and processes of
developed documentation and tools
Train staff on QMS requirements and
responsibilities
Integrate QMS processes into day-to-day
operations
Implement risk-based thinking and process
controls

Quality policy document Quality
objectives

Quality manual Audit reports
Updated SOPS Bi-weekly status
reports

Training materials
Attendance registers
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Phase 3

b)
c)

a) Customized training materials for the Office,

Training materials

which shall be used for future reference in Project reports and handover

maintaining the system.

documents

Conduct internal audits to assess readiness and

address non-conformities

Facilitate management review to ensure

alignment with strategic objectives
Provision of a final report

On the project at the end of the contract
detailing the scope, the deliverables and the

status at the end of the contract period.

5. Reporting Requirements and Timelines for Deliverables

The consulting firm will present the following reports, QMS documents, training and QMS
certificates:

Table 1: Reporting requirements and timelines for deliverables/outputs

Output

Description of Output

Timeline  for
submission  of
output(from the
contract

signature date)

Number and
Format of
reports
presentation

Inception Report

Detailed plan with approach
for carrying out the tasks
outlined, including work-plan.
The plan willhave allocated
resources and responsibilities,
fostering a systematic
approach to achieve
compliance

2 weeks

2 hard copies and 2
digitalcopies

Gap
Reports

Analysis

A gap analysis of the SOBS’s
processes. The report will
establish monitoring
mechanisms and key
performance indicators for
ongoing evaluation, providing a
roadmap for organizations to
align quality management

8 weeks

2 hard copies and 2
digitalcopies
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systems.

Quality
management
systems
documents

QMS documents are integral to
the establishment, maintenance,
andcontinuous improvement of
a SOBS's QMS. They typically
include documents such as a
QualityManual, which provides
an overviewof the QMS
framework, and various
procedures detailing specific
processes within the SOBS.
Additionally, work instructions,
forms, and records may be part
of theQMS documentation,
serving as tools for
implementing andmonitoring
quality-related activities.

The purpose of these
documents is to standardize
practices, facilitate compliance
with industry standards and
regulations, and enable
effective communication of
quality-related information
throughout the organization.
QMS documents play a crucial
role in fostering a culture of
quality and continuous
improvement within an
organization.

12 Weeks

2 hard copies and 2
digital copies

Status/Progress
Reports

Monthly reports on the status of
the assignment implementation

monthly

2 hard copies and a
digital copy
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Training  and Training staff of the SOBS to
implementation build capacity under the
including following groups:

training a) Top / senior management

certificates training
b) All SOBS staff Awareness

training.

c) Select staff training on the
I1SO 9001:2018 lead
implementer and lead
auditor courses.

d) Awareness Training staff on
Relevant Standards (Testing
and Conformity assessment).

e) Provision of customized
training materials for the
Office, which shall be used
for future reference in
maintaining the system.

22 weeks

2 hard copies and 2
digital copies

Final Report and Submission of final report on
QMS Certificate the project at the end of the
contract detailing the scope, the
deliverables and the status at the
end of the contract period.

Perform a pre-certification audit
to assist the SOBS in preparing
the certification audit.

24 weeks

2 hard copies and 2
digital copies

All draft and final reports (in-specified formats and copies) shall be submitted in the

prescribedformat to the Director General, SOBS and the consultant is expected to make a

presentation of the submitted report to the Client in a scheduled meeting. The acceptance of the

report shall be recorded in the minutes of the meeting.

6. Payment Schedule

The proposed payment schedules based on satisfactory performance of the contract which will
be negotiated with the successful consultant will be as presented in Table 2 below.

Table 2: Proposed payment schedule

Timelines from

Percentage of

S/No. | Deliverables contract the contract
Commencement | amount
date

1. Submission and Acceptance of Inception Report 2 Weeks 10%
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2. Submissi d Accept f Gap Analysi
ubmission an_ _ccep ance _o ap Analysis 8 Weeks 20%
Reports and project implementation plan
3. Submission and Acceptance of Quality Management 12 Weeks 20%
Systems documents
4. Training reports and Certificates 22 Weeks 20%
5. Final Report 24 Weeks 30%

7. Team composition and qualification and experience requirements for the key experts

Firm Qualifications

The firm selected for this project should exhibit an exceptional understanding and proven
experience in implementing 1SO 9001:2015 quality management systems, with a particular
focus on standards bodies and regulatory institutions in a developing country context. Essential
qualifications include:

Proven Experience: Minimum of 10years of business operation with specific
experience in implementing 1ISO 9001:2015 quality management systems.

Must have successfully completed at least three similar projects

Technical Expertise: Demonstrated experience in quality management system design,
implementation and certification, including development of quality manuals,
procedures, and conducting gap analyses and internal audits.

Regional Knowledge: Familiarity with Sub-Saharan Africa's specific challenges and
opportunities, especially in quality infrastructure development and standardization.
Multidisciplinary Team: Ability to field a team comprising quality management
specialists, trainers, certified auditors, and documentation experts.

Successful Track Record: Demonstrable experience in delivering comprehensive ISO
certification projects and providing continuous support throughout the certification
process.

Professional Recognition: Must be registered/accredited with relevant professional
bodies or certification organizations and maintain membership in relevant professional
associations related to quality management.

Team Composition
1. Team Leader/ Project Manager

a.

Master’s degree in technology, business administration, Public Administration,
Organizational Development, Social Science or related field.

Experience: At least 10 years of experience in organizational strategy development and
institutional restructuring, with experience leading teams on similar government assignments
with Strong leadership, strategic planning, communication, and analytical skills. Ability to
effectively engage senior government stakeholders. Knowledge of institutional development
best practices is required
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2. IS0 9001 Lead Implementer

a.

—h

g.
h.
I.
j.

A minimum of master’s degree in technology, business management,
Administration, Project Management, Sciences, Strategy, Information Systems,
Economics or related fields.

A minimum of 8 years general experience in successfully implementing 1SO
900Z1certification, training and consulting in similar organizations/Environment.
Familiarity with the Plan-Do-Check-Act (PDCA) cycle and its application in quality
management systems.

Proven track record of successfully implementing ISO 9001:2015 or other quality
standards in organizations.

Ability to design and document QMS, including policies, procedures, work
instructions, and forms.

Risk management expertise: Knowledge of risk-based thinking as outlined in 1SO
9001:2015.

Ability to identify, assess, and mitigate risks in processes and operations.

Ability to clearly explain ISO requirements and their relevance to various stakeholders.
Effective in conducting training sessions and workshops for staff.

Familiarity with QMS software and data analysis tools for monitoring performance
metrics and trends.

3. ISO 9001 Lead Auditor

a.

b.

@

Certification in 1ISO 9001:2015 auditing (e.g., Lead Auditor or Internal Auditor

training certification).
A minimum of a bachelor's degree Technology, Business Management,
Administration, Project Management, Sciences, Strategy, Information Systems,

Economics or related fields.

A minimum of 6 years of general experience in implementing Quality management
systems and conducting internal audits to evaluate the QMS's effectiveness.

Relevant certifications in quality management or ISO standards.
Proficiency in conducting gap analysis to identify areas for improvement
Experience in planning, executing, and reporting on internal audits.

8. Reporting Arrangements

The selected consultancy firm(s) will operate under the direct supervision of the Director
General of the Somali Bureau of Standards. The consultant firm will work with the SOBs
DRIVE focal point, and the Advisor for DRIVE. Regular reporting is essential for
maintaining transparency and alignment with the project's objectives. The firm is required
to provide bi-weekly progress reports, highlighting achievements, challenges, and any
critical issues needing attention. Coordination with the Project Implementation Unit (PIU)
of the DRIVE project and the World Bank is essential, while ensuring coordination and
inputs from relevant ministries and agencies.
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