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A.Introduction

The Somali Bureau of Standards (SOBS) is a crucial government institution tasked with promoting
standardization, quality assurance, and conformity assessment across various industries in
Somalia. SOBS plays a vital role in ensuring locally produced goods and services meet the required
standards for domestic consumption and international trade. By 2030, SOBS envisions
establishing a National Quality Infrastructure and Technical Regulation Framework, drawing on
local, regional, continental, and international best practices, to gain recognition and acceptance
from Somalia's trading partners. This vision aligns with SOBS's commitment to fostering a quality
culture within Somalia and promoting a globally competitive economy.

Under the Horn of Africa Initiative, the World Bank is funding the De-Risking, Inclusion and
Value Enhancement of Pastoral Economies Project (DRIVE) and the Ministry of Commerce and
Industries is one of the project beneficiaries. DRIVE Project aims to protect pastoralists against
drought shocks, using a package of financial services including drought insurance, payment,
savings, and provision of credit funding, and to connect the pastoralists better to markets by
upgrading the livestock value chains and facilitating the regional livestock trade. Under
Component 2, which SOBS is a beneficiary institution, the project specifically targets
improvements in livestock value chains, including strengthening quality control and supporting
investment in the sector.

The Need for a Five-Year Strategic Plan

The evolving policy and strategic priorities of the Somali government necessitate a comprehensive
review and restructuring of SOBS. The current institutional structure of SOBS requires
adjustments to accommodate new and emerging workstreams effectively. These include areas like
standards development, quality control, metrology, inspections, and certifications, all of which are
crucial for Somalia's economic development and integration into the global market. A well-defined
five-year strategic plan will facilitate the alignment of SOBS’s resources and activities with these
national priorities and long-term development objectives. The strategic plan will also provide a
roadmap for SOBS to enhance its efficiency and effectiveness, ultimately contributing to the
Somali government's ability to deliver on its commitments to its citizens. The strategic planning
process will foster stronger connections between various departments and projects within SOBS,
promoting a cohesive and dynamic institutional environment.

B. Specific Objectives

I. Institutional Review and Restructuring:

e Conduct a comprehensive review of SOBS’s institutional architecture: This review
should encompass the agency's evolution, current vision and mission, mandated objectives,
and its alignment with international best practices in quality infrastructure. The review
should also analyze SOBS's placement within the broader Somali government framework.

e Assess the performance of SOBS departments: This assessment should involve a
participatory approach, gathering input from staff across different departments to



understand their achievements, emerging issues, challenges, and opportunities. The
assessment should also consider the adequacy of current staffing levels and skill sets
concerning the agency's mandated objectives.

Benchmark SOBS against successful models: The consultant should examine best
practice models for similar agencies internationally, focusing on department and
management structures, and identify lessons learned that could be adapted to the Somali
context. This benchmarking exercise should include a review of how these agencies have
effectively addressed challenges related to limited resources, institutional capacity
building, and stakeholder engagement.

Propose a revised institutional structure: Drawing on the review, departmental
assessments, and benchmarking, the consultant should propose a revised organizational
structure for SOBS. This proposed structure should enhance the agency's agility,
efficiency, and responsiveness to evolving national priorities. The consultant should also
recommend any necessary revisions to the agency's vision and mission statements to align
with the proposed structural changes.

Il. Five-Year Strategic Plan Development:

Identify strategic focus areas for SOBS: Through consultations with SOBS departments
and stakeholders, the consultant should identify key focus areas for the next five years.
These areas should align with national development goals and consider emerging trends in
standardization and quality infrastructure. Specific focus areas could include:

Standards development and implementation: Prioritize sectors for standards
development based on market demand, public health priorities, regional harmonization
efforts, and alignment with international standards.

Strengthening metrology services: Enhance the legal metrology framework for
consumer protection and develop industrial metrology capabilities to support businesses.
Building a robust accreditation and certification system: Establish a competent
national accreditation body and certification compliant with international standards, or
explore regional accreditation partnerships as an interim solution.

Improving market surveillance and enforcement: Strengthen mechanisms to ensure
compliance with standards and protect consumers from unsafe products, taking into
consideration the specific challenges of the Somali context.

Consumer protections and public awareness

Digital transformation in standards, trade

International trade facilitation through quality standards
Develop a results-oriented strategic plan: Building upon the identified focus areas, the
consultant should develop a five-year strategic plan that outlines specific, measurable,
achievable, relevant, and time-bound (SMART) objectives and key performance indicators
(KPIs). The plan should include:

Strategic objectives: Clear and concise statements outlining the desired outcomes SOBS
aims to achieve in the next five years.

Action plans: Detailed descriptions of the activities and interventions required to achieve
the strategic objectives, including assigned responsibilities and timelines.

Resource allocation: A realistic budget outlining the financial and human resources
required to implement the strategic plan.



o Risk assessment and mitigation strategies: Identification of potential risks and
challenges to the plan's implementation and outlining strategies to address them.

I11. Implementation Roadmap and M&E Framework:

o Develop a detailed implementation roadmap: This roadmap should outline the step-by-
step process for executing the strategic plan. It should include clear timelines, milestones,
and responsibilities for each activity, ensuring a smooth transition from planning to
implementation.

o Design a robust M&E framework: The framework should define clear indicators, data
collection methods, reporting mechanisms, and procedures for periodic reviews and
updates to the strategic plan. The M&E framework should promote accountability and
transparency and enable SOBS to track progress towards its strategic objectives and adapt
its approach as needed.

o Ensure alignment with the DRIVE project: The strategic plan, implementation roadmap,
and M&E framework should be closely aligned with the broader objectives and activities
of the DRIVE project, particularly in areas related to livestock value chains, quality control,
and market access.

C.Scope of Services

The consultant should use a methodology informed by international best practices in strategic
planning and adapt it to the unique context of SOBS and the Somali government's priorities. This
will involve a combination of desk research, data collection and analysis, stakeholder
consultations, strategic planning workshops, and report writing.

3.1 Initial Assessment and Benchmarking:
I. Existing Legal and Regulatory Framework Analysis:

e Analyze SOBS’s founding documents and internal regulations: This involves
reviewing the agency’s mandate, vision, mission, organizational structure, operational
procedures, and internal policies to assess their relevance and effectiveness in the current
context. The consultant should identify any areas of overlap, duplication, or ambiguity that
might hinder the agency’s efficiency and strategic planning efforts.

« Evaluate the adequacy of financial and administrative systems: Examine SOBS's
budgetary processes, financial management practices, procurement procedures, and human
resource management systems for efficiency, transparency, and compliance with
government regulations. The consultant should assess whether these systems are robust
enough to support the implementation of the strategic plan and identify areas for
improvement.

3.2 Participatory Needs Assessment and SWOT Analysis:



e Conduct a participatory SWOT analysis: This will involve engaging a broad range of
stakeholders, including SOBS staff, relevant government ministries and agencies, private
sector representatives, consumer organizations, and development partners, to identify
SOBS’s strengths, weaknesses, opportunities, and threats in relation to its mandate and the
changing national and global contexts for quality infrastructure.

o Facilitate workshops and consultations with key stakeholder groups: These
engagements should aim to gather diverse perspectives and insights on the following:

= The role of SOBS in supporting economic growth, trade facilitation,
consumer protection, and sustainable development in Somalia.

= Current and emerging challenges and opportunities for SOBS, taking into
account the impact of regional integration initiatives like the African
Continental Free Trade Area (AfCFTA), EAC, COMESA and the specific
needs of priority sectors like the pastoral economy.

= Expectations and recommendations for SOBS’s five-year strategic plan,
including priorities for standards development, metrology services,
conformity assessment procedures, accreditation mechanisms, market
surveillance activities, and capacity building programs.

e Conduct a comprehensive assessment of SOBS’s institutional capacity: This
assessment should analyze the following:

= Human resources: Evaluate current staffing levels, skill sets, training
needs, and staff motivation in each department. Identify potential staffing
gaps and make recommendations for recruitment, training, and professional
development.

= Financial resources: Analyze the adequacy and stability of SOBS's
funding sources. Explore options for increasing revenue generation through
cost-recovery mechanisms, service fees, and partnerships.

= Infrastructure and equipment: Assess the adequacy of SOBS’s physical
facilities, laboratory equipment, and information technology systems to
support its current operations and the implementation of the strategic plan.
For this specific task, the outcome of a separate consulting assessment
looking at the laboratory needs for SOBS to meet its mandate.

o Identify and map key stakeholders and their roles in relation to SOBS’s mandate and
strategic plan: This includes analyzing their interests, influence, potential contributions,
and potential challenges they may pose to the implementation of the strategic plan. The
stakeholder mapping exercise will inform the development of effective communication and
engagement strategies throughout the strategic planning process and implementation
phase.

3.3 Strategic Focus Areas and Objectives:

e Based on the needs assessment, SWOT analysis, and stakeholder consultations,
identify and prioritize strategic focus areas for SOBS’s five-year plan: These focus
areas should align with national development goals, respond to the needs of key
stakeholders, leverage opportunities presented by regional integration and global trade, and
address challenges identified in the institutional capacity assessment. Consider the
following factors in prioritizing strategic focus areas:



Alignment with national transformation plan priorities: Ensure that
SOBS's strategic focus areas contribute to broader national objectives like
economic growth, job creation, poverty reduction, food security, and
sustainable development.

Impact on key economic sectors: Prioritize focus areas that will have the
most significant impact on the competitiveness and growth of priority
sectors like agriculture, livestock, fisheries, manufacturing, and services.
Feasibility and resource availability: Ensure that the chosen focus areas
are achievable within SOBS's current and projected resource constraints,
taking into account potential funding opportunities and partnerships.

o Develop a set of SMART objectives for each strategic focus area: These objectives
should be specific, measurable, achievable, relevant, and time-bound. They should clearly
articulate the desired outcomes SOBS aims to achieve within the five-year timeframe.
Consider using a framework for developing objectives that includes:

Outcome statement: A broad statement describing the desired change
SOBS aims to contribute to within the focus area.

Output indicators: Specific, measurable indicators that track progress
towards the outcome statement.

Activities: A list of actions and interventions needed to achieve the output
indicators.

Timeframe: A realistic schedule for completing the activities.
Responsible parties: Clearly defined roles and responsibilities for
implementing the activities.

« Conduct a cost-benefit analysis for each proposed objective: This analysis should assess
the potential costs of implementing the objective and the expected benefits for SOBS, its
stakeholders, and the Somali economy. The cost-benefit analysis will support the
prioritization of objectives and inform resource allocation decisions within the strategic

plan.

3.4 Institutional and Governance Restructuring Plan:

o Based on the identified strategic focus areas and objectives, propose a revised
organizational structure for SOBS: The new structure should:

Roles and Responsibilities: define the roles of regulatory agencies, other
Ministries, and other stakeholders.

Promote efficiency and effectiveness: Streamline operations, eliminate
redundancies, and enhance communication and coordination across
departments.

Enhance agility and responsiveness: Enable SOBS to adapt to emerging
trends and challenges in the quality infrastructure landscape.

Support strategic priorities: Align the organizational structure with the
chosen focus areas and objectives for the five-year plan.

Institutional Coordination Mechanism: Establishing inter-agency
collaboration models.



= Promote collaboration: Facilitate effective engagement with external
stakeholders, including government agencies, the private sector, consumer
groups, and development partners.

o Develop detailed job descriptions for all proposed positions within the revised
structure: This includes outlining the roles, responsibilities, required qualifications, and
reporting lines for each position, ensuring clarity and accountability within the
organization.

o Develop a capacity building plan: This plan should address any identified gaps in staffing
levels or skill sets within the proposed organizational structure. It should outline specific
training programs, mentorship opportunities, and professional development initiatives to
enhance the capacity of SOBS staff to effectively implement the strategic plan.

o Develop a clear transition plan for implementing the proposed restructuring: This
plan should outline the steps involved in moving from the current structure to the new one,
including timelines, responsible parties, communication strategies, and measures to
minimize disruptions to SOBS’s operations.

3.5 Five-Year Strategic Plan Development:

o Draft a comprehensive five-year strategic plan that incorporates the following
elements:

= Executive Summary: A concise overview of the strategic plan, including
the key challenges, opportunities, focus areas, objectives, and expected
outcomes.

= Background: A description of SOBS’s mandate, vision, mission, and the
rationale for developing the strategic plan.

= Situational Analysis: A summary of the findings from the needs
assessment, SWOT analysis, benchmarking exercise, and stakeholder
consultations.

= Strategic Focus Areas: A clear articulation of the chosen priority areas for
SOBS’s work over the next five years, including a justification for their
selection and their alignment with national development goals.

= Strategic Objectives: A detailed set of SMART objectives for each focus
area, outlining the desired outcomes, output indicators, activities,
timeframe, and responsible parties.

= Organizational structure: A detailed Departmental activity for the
realization of the mandate and strategic plan.

= Implementation Roadmap: A step-by-step plan for executing the activities
outlined in the strategic objectives, including clear timelines, milestones,
and mechanisms for monitoring progress.

= Resource Mobilization Plan: A realistic budget outlining the financial and
human resources required to implement the strategic plan, including
potential sources of funding and strategies for attracting resources.

= Risk Management Plan: An assessment of potential risks and challenges
to the plan's implementation, along with mitigation strategies to address
them.



3.6 Finalization and Validation:

= Monitoring and Evaluation Framework: A robust framework for
tracking progress towards strategic objectives, measuring impact, and
making necessary adjustments to the plan.

= Communication and Dissemination Strategy: A plan for communicating
the strategic plan to key stakeholders, including SOBS staff, government
officials, the private sector, consumer groups, and development partners.

« Facilitate a validation workshop with key stakeholders: Present the draft strategic plan,
implementation roadmap, M&E framework, and restructuring plan to gather feedback and

ensure buy-in from SOBS staff,

relevant government agencies,

representatives, and development partners.

e Incorporate feedback from the validation workshop and finalize all documents:
Ensure the documents are clear, concise, well-structured, and visually appealing. Translate
the documents into Somali if deemed necessary.

e Submit the final deliverables to SOBS: This includes the following:

= Finalized five-year strategic plan

= Implementation roadmap

= Monitoring and evaluation framework

= Institutional restructuring plan

= Capacity building plan

» Final

consultancy

recommendations, and lessons learned from the assignment

report summarizing the methodology,

private sector

findings,

D. Strategic Plan Development and Somali quality Policy Implementation
Road map Deliverables: 6-Month Timeline

. . Delivery
Deliverable T|t|_e of Details of the Deliverable Timeline
Number Deliverable

(Weeks)
The report will outline the consultant's
Incention understanding of the assignment, the
1 Re grt methodology, and the proposed work plan for 2
P the project. It should also contain a detailed
work plan and milestones.
i This deliverable comprises a review of the
Institutional : LR .
. current strategic and institutional architecture of
2 Review of the . o ) 7
the agency, including its evolution, current
Agency . S .
vision, mission, and mandated objectives.
. This deliverable will involve a participatory
Benchmarking ;
Report & rapid assessment of current de_partr_nental
performance (achievements, emerging issues,
3 Assessment  of o 10
Agency challer]ges, and opportunltles) and a SWOT
0 4 analysis of the agency's operations to date. The
perations : . . )
deliverable will also include a benchmarking




exercise looking at best practice models for
similar agencies, including department and
management structures applied, and identifying
lessons learned that might translate well to the
Somali context based on consultation with
agency management.

Building on previous deliverables and the
review of forward-looking policy and strategic
priorities, this deliverable consists of a proposed
Draft  5-Year | overarching 5-year strategy for achieving the
Strategic  Plan | agency's goals, objectives, and key results. This 14
for the Agency | plan should align with industry standards and
best practices and could incorporate a screening
procedure to assess the importance of new

projects.

Validation Validation workshop to gather final feedback 16
Workshop and validate the 5-Year Strategic Plan

o Finalized five-year strategic plan

o Implementation roadmap
Delivery of final | ° Monitoring and evaluation framework
Draft 0¥ 5-vear | ° Institutional restructuring plan

: o Capacity building plan

Strategic  Plan inal | zing th 19
and final | © Final consultancy report summarizing the
documents methodology, findings, recommendations,

and lessons learned from the assignment

E.ldeal Firm Profile and Key Experts

Ideal Firm Profile

Key Characteristics:

Extensive Experience in Strategic Planning and Institutional Restructuring: A minimum
of 7 years of experience is preferred. The firm should have a proven track record supporting
governments and public sector institutions with institutional reviews, organizational
development, and strategy development and implementation.

Expertise in Strategy Development Best Practices: The firm should have a deep
understanding of and experience advising clients on strategy development best practices. This
includes knowledge of different strategic planning models and approaches relevant to the
public sector and familiarity with industry standards and best practices for developing 5-year
strategic plans.

Collaborative Approach and Client Focus: The firm should demonstrate a strong
commitment to working closely with the client throughout the project. This includes actively



engaging with the client to understand their needs, facilitating stakeholder workshops to ensure
buy-in, and supporting knowledge transfer to the agency’s staff.

o Ability to Work in Somalia: The firm must be willing and able to work effectively in Somalia,
demonstrating sensitivity to the local context. Ideally, the firm will have knowledge of the local
political economy and the government/institutional framework in Somalia.

Profiles of Required Key Experts
1. Team Leader

e Academic Qualification: Master’s degree in business administration, Public
Administration, Organizational Development, or a related field.

o Experience: A minimum of 10 years of experience leading similar government
assignments, with a focus on organizational strategy development and institutional
restructuring. This should include projects related to quality infrastructure development or
institutional strengthening of standards bodies.

o Skills:

o Strong leadership and management skills to effectively lead the project team and ensure
delivery of deliverables on time and within budget.

o Excellent communication and interpersonal skills to facilitate stakeholder engagement and
consensus-building.

o Strong analytical and problem-solving skills to conduct a thorough institutional review,
benchmark against best practices, and identify and assess capacity gaps.

o Deep understanding of institutional development best practices and strategic planning
principles.

2. Organizational Development Expert

e Academic Qualification: Master’s degree in organizational development, Human
Resources Management, or a related field.

o Experience: A minimum of 7 years conducting organizational reviews and developing
organizational structures for public sector institutions in developing countries. This
experience could include working with National Quality Organizations (NQOS) or other
entities involved in quality infrastructure.

e Skills:

o Expertise in conducting institutional reviews, job analysis, and developing organizational
structures for public sector institutions.

o Strong analytical skills to identify institutional capacity gaps and develop practical
recommendations for improvement.

o Knowledge of organizational design principles and best practices in change management,
particularly for public sector organizations.

3. Monitoring and Evaluation (M&E) Expert

e Academic Qualification: Master's degree in M&E, Development Studies, or a related
field.



o Experience: At least 6 years of experience developing M&E frameworks and systems for
public sector strategies, plans, and projects, preferably in developing country contexts.
e Skills:
o Strong understanding of results-based M&E principles and experience developing M&E
frameworks aligned with implementation needs.
o Ability to identify and develop appropriate M&E indicators and targets, and establish
mechanisms for data collection, analysis, and reporting.
o Knowledge of different M&E methodologies and tools relevant to strategic planning and
institutional development.

F. Reporting Arrangements/Structures

The consultancy firm will work under the direct supervision of the Director General of the Somali
Bureau of Standards (SOBS) and shall provide weekly progress reports summarizing activities
completed, challenges encountered, and any issues requiring action from SOBS.

The firm will coordinate closely work with Project focal point and QI Expert with relevant
departments across SOBS throughout the assignment to ensure a participatory and inclusive
strategic planning process. This includes engaging with department heads and technical staff to
obtain inputs during the institutional review, SWOT analysis, strategy development, and
restructuring plan design.

Sharing of work progress updates, stakeholder meetings, and workshops shall be conducted within
agreed timelines. A final validation workshop shall be held to provide a consultative opportunity
for key SOBS stakeholders to review the draft strategy, restructuring plan, implementation
roadmap, M&E framework, and budget.

The firm will also coordinate with relevant external stakeholders, including the Ministry of
Commerce and Industry, Ministry of Agriculture, Ministry of Livestock, Forestry and Range,
Ministry of Fisheries and Blue Economy and other government agencies with linkages to SOBS's
mandate. This will ensure alignment with broader public sector priorities and regulations

G. Payment Schedule

NO | Deliverable Payment proportion
1 Inception Report 10%
2 Draft 5-Year Strategic Plan for the Agency 25%
3 Validation Workshop of 5 — year Strategic Plan 15%
4 | Delivery of final Draft of 5-Year Strategic Plan and final | 50%
documents




