Outline Terms of Reference for Scoping  (Staff Audit, Benchmarking, Workforce Analysis).

[TO BE ADAPTED BY USER FOR THEIR PARTICULAR CIRCUMSTANCES]

1.
Background

[Background Text]

2.  Objectives and Scope of the Work

The principal objective of the assignment is to undertake a labor needs assessment of [PPI scheme name]. 
[Client Name], to whom the consultant, will report will be the client.

3. Deliverables

The outputs of this consultancy will be:

· A draft report which will be circulated for comment

· A presentation summarizing the findings

· A final report that takes into account any comments and suggestions from the presentation.  The final report should be in a form which is suitable for subsequent dissemination to PPI investors.
4. Consultant Tasks

[Select from components appropriate to the PPI scheme]

There are [one / two / three] components of the study.  Tasks in each component are listed below:

Component A:  Staff Audit

· Review the quality of personnel records through an assessment of:

· A random sample of service records

· A review of any computerized personnel system, including evidence of any data entry validation procedures and standard reporting outputs.

· Interviews with managers responsible for the maintenance of personnel records

· Assess the likely levels of “ghost” workers through:

· Interviews with central HR staff, decentralized HR managers, and operations managers

· Review of data on rates of natural retirement

· Sample census in a selected pilot area

· Review and recommend alternative mechanisms for improving the personnel inventory, including:

· Census by PPI scheme staff

· Independent census

· Introduction of operation wide Photo ID system

· Cancellation of current payment systems, and introduction of new system requiring re-registration

· Assist the implementing agency to implement the personnel inventory [The duration and scope of this to be elaborated depending on specific circumstances].
· Develop forecasts and scenarios of future skill requirements through:

· Interviews with operational managers

· Interviews with senior managers

· Interviews with potential PPI investors, or other private sector operators, both nationally and internationally

· Interviews with training institutions or industry associations in the sector

· In the light of expected future requirements, undertake an analysis of current skill levels based on:

· Basic data on education drawn from personnel records and staff audit

· More in depth reviews of selected representative operating units

· Identify the areas where there is now, or is most likely to be, a skills “gap”, both in terms of workforce numbers and level of skills.  Assess the implications of this for the implementing agency in terms of:

· Categories of workers where there is greatest risk of adverse selection

· Areas where there is a particular need for skill enhancement

Component B:  Labor Productivity Benchmarking

· Prepare a draft set of labor productivity measures and benchmarks, broken down, as appropriate, by operating division and function.  

· Compare these labor productivity measures with:

· International and regional standards for the sector

· Other relevant standards

· Assist the client with the collection on international or regional benchmarking comparators [if necessary]
· Facilitate a workshop (or series of workshops) with operational managers to review:

· Origins and causes for inter-divisional differences in productivity

· Opportunities to improve labor productivity

Component C:  Workforce Analysis

· Review relevant government or enterprise level laws, regulations and collective bargaining agreements that impact directly on staffing levels, or rigidity in staffing numbers, including:

· Published labor norms and standards for specific tasks

· Hiring and firing policies

· Collective bargaining agreements

· Norms which may not be written down, but have become operational custom and practice

· Restrictions on one worker doing another’s job (job demarcation rules) 

· Rules relating to early retirement

· Using ratio analyses, calculations and forecasts of age profiles (by critical cohorts), conduct an analysis of current staff levels by:

· Age

· Years of service

· Nationality or State of Origin (if appropriate)

· Sex

· Level of education achieved

· Grade and pay scale

· Location

· Category (permanent, semi-permanent, seasonal, temporary, part-time, probationer, apprentice, or others as appropriate)

· Forecast rates of natural attrition over the next 10 years, based on current age profiles of workers, and trends in early retirement

· As far as data is available assess levels of productivity.  If necessary:

· Undertake work study (“time and motion”) analysis of selected work activities

· Assist in the design and implementation of pilot contracting schemes with the private sector to identify the scope for productivity and performance improvements through new working arrangements

5.  Timeline
The review will take xxx weeks [suggested minimum is 3 months].  The consultant will need to conduct interviews with relevant officials in government.

6.  Consultant Profile

The consultant undertaking will have relevant previous experience with staff audits, personnel appraisals, benchmarking and workforce analysis in [country / sector].
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