Modernization of Government Services Project
Project ID No. P148537

Terms of Reference 
Consulting services for developing the requirements (methodology) for administrative services digitization  


I. Background 
Country background 
The Government of Moldova is determined to fundamentally change the way how public services are provided in Moldova through a variety of interventions for modernization of service delivery, which combat corruption, foster a customer care culture, enhance access, as well as increases efficiency in the Moldovan public administration.
Therefore, the one of the main objectives of the Administration Reform Strategy 2016-2020 and Government’s working program for years 2016-2018 is the modernization of the public services. 
Moldova has made considerable progress both in terms of public administration reform, exceeding by indicators average of countries in Europe and Central Asia and countries with middle and low income, as well as the size Government modernization using information and communication technology (ICT), the Government of creating a world-class ICT infrastructure that allows the development and supply of electronic services to the highest quality standards.

Current situation in the sector 
Even though some progress has been made over the last decade, citizens still view corruption as a significant problem. While business process and e‑governance reform efforts have somewhat improved business services, such measures have not yet been applied to administrative services.  
Businesses and citizens continue to face many constraints in the interaction with the state, one of the most important is corruption perceived by 40 percent of companies as a major impediment to business (according to the World Bank, EBRD Business Environment and Enterprise Performance Survey (2013)). Institutional reforms aimed at reducing corruption are also at the forefront of the EU’s requirements for Moldova’s progress. The most important challenges ahead are strengthening the rule of law, reforms in the public administration, including professionalism and anti-corruption efforts and improving competitiveness and the business environment. 

Although the Government has launched the reform of public services in 2014-2016 and has committed to digitize and provide online access to all public services by 2020, lack of capacity and expertise to perform reengineering and process optimization remains a problem that prevents achieving this. 
Also, there is room for rationalization to over 580 existing public service by withdrawing from use the obsolete services. 

To meet these challenges, the Government, in accordance with the Public Administration Reform Strategy for the years 2016-2020 (especially the component "Modernization of Public Services") plans a major transformation exercise (qualitative and quantitative) of administrative public services, provided by central public administration authorities through: a) removing outdated public services or merging several services in one; b) increased access to local public services through various channels; c) reducing the number of documents required for public services, and the service delivery time; e) ensuring a high level of satisfaction with the quality of government service delivery.

The public service modernization process for an individual public service is envisioned as a three phased process including a) reengineering of service’s business processes, b) digitization of IT systems and platforms needed to support the service and c) operations for the public service which includes efficient day by day service delivery activities. Each phase should be based on individual methodology, setting up the activities individual groups must follow. Since the entire modernization process has to be as synergic as possible, the Government see these methodologies to complement each other in the most efficient and seamless way.

Public service reengineering is based on a methodology, which is being tested on a series of public services. The methodology includes development of as-is and to-be maps as well as transition plans for each reengineered service. When developing the maps, the reengineering working group analyze services from multiple perspectives such as functionality provided by the service, organizational model, legal framework, technology used etc. One of the deliverables of the reengineering phase is technical specification for development or upgrade of eventual IT systems needed to support the service.

The digitization methodology, which is the subject of this procurement, must set the main rules related to public service digital developments, including development of new information systems needed for a particular service, which were identified during reengineering phase or upgrading of existing IT systems, platforms and infrastructures to support new to-be model of the service. It must contain all necessary activities that each stakeholder, including service owner, must follow in order to create efficient, scalable and maintainable software products. The digitization phase will have as input all reengineering deliverables, especially technical documentation developed during technical analysis of services. Outputs of digitization phase must be enough for efficient operations and continuous development of the digitized products, including but not limited to technical administration and maintenance.

The methodology will be applicable in development and implementation of new public sector information systems as well as in refactoring of existing ones, including electronic public services for citizens, businesses or government and their back office automated systems irrespective of source of financing or the form of development (internal or outsourcing).

The operations methodology will be developed subsequently and is not part of this assignment.

The Government of Moldova has requested the World Bank’s assistance for a Public Administration Reform (PAR) operation, planned for delivery commencing in FY17 to 2021 (Modernization of Government Services Project –MGSP). Major results of the operation include better quality, accessibility, and increased efficiency of selected government administrative services. 

II. Objective of the Assignment 
The purpose of this assignment is to develop the public service digitization methodology which will institutionalize a development and acceptance framework for public sector information systems, especially for electronic public services.   

III. Scope of work 
The qualified consulting firm (herein after referred to as – the Consultant) is expected to conduct the following activities:

1. Analysis of existing common practices and problems in development of information systems for national public sector, especially in development of electronic public services (as-is analysis). The analysis shall include at least organizational, design, development, information security and day-to-day operational practices related to digitization of services.
Note: The analysis shall be based on information gathered from up to 10 organizations identified in common with the Client. All identified organizations will be located in Chisinau and will not need traveling in the country side.
2. Analysis of existing normative framework regarding development of information resources and information systems lifecycle for public sector.
3. Identification of international best practices in public services digitization, including at least organizational, development, acceptance and operational practices.
4. Development of an information systems classification model (e.g. classification by criticality/availability levels, by information confidentiality etc.) based on data classification model, identifying different categories of information systems with eventually different approaches for digitization.
5. Analysis of the public services reengineering methodology, especially its part related to development of technical specifications for development of digital components for services under reengineering with making of proposals for improvement of the public sector reengineering methodology.
6. Identification of the new model for digitization considering the results of analysis (to-be analysis).
7. Development of a transition plan from existing model to the new improved model for digitization.
8. Development of the complete structure of the methodology including the comprehensive list of downloadable documents (e.g. templates, checklists, guides etc).
9. Development of the content management site for the methodology using provided visual template.
10. Content development for digitization methodology as per approved structure, including but not limited to identification and documentation of principles and techniques for information systems and public services digitization. Among these are:
a. Rethinking electronic forms user interface – the must not be a one to one replica of paper-based forms. 
b. All data in electronic forms must be pre-populated from existing data sources, thus promoting data reuse;
c. Reuse of existing platform level services (microservices) for common distinct features of information systems (e.g. authentication, authorization, sending notifications, accepting payments etc.);
d. Identification and automated data publishing to open data portal;
e. Identification and implementation of KPI for information systems with programmatic real time access to them through exposed API;
f. Identification, implementation of and real-time access to operational KPI, including SLAs;
g. Ensuring connectivity through identification, development and access to API for third party integrators;
h. Applying relevant DevOps principles, techniques and practices;
i. Using multiple environments – for development, testing, training, production etc.;
j. Mobile by default.
11. Development and documenting as part of methodology of all major stages of the IS development, including but not limited to analysis, architecture, design, development, testing, user acceptance, deployment etc. with clear roles and responsibilities of involved parties, their activities inputs and outputs.
12. Identification and documentation as part of the methodology of the operational aspects of different categories of information systems (e.g. monitoring, maintenance, user support etc.) relevant to development and handover to operations of information systems.
13. Identification of missing information system development tooling and platforms (e.g. centralized code repository, continuous integration tooling, performance testing tools etc.) and provide appropriate recommendations.
14. [bookmark: _GoBack]Conducting a workshop organized by Client to relevant public sector specialists (max. 25 persons) with a presentation of the digitization methodology.

To fulfill the tasks the Consultant shall conduct on-site assessments, interviews with relevant stakeholders to collect information and understand in details the priorities and the context of the exercise.

IV. Timing 
The Consultant is expected to complete the assignment in 6 months from the contract signature.

V. Deliverables and Schedule of Deliverables 

The list of deliverables and the deliverables schedule are presented below. All deliverables should be provided in hard copy and electronic format in English and Romanian languages.

	#
	Deliverables
	Schedule from the assignment start date

	1
	Report of the as-is and to-be analysis of service digitization practices
	8 weeks

	2
	Digitization methodology in the form of a content-oriented web site, including but not limited to:
1. Description of public sector information system and electronic service lifecycle. Interaction and interdependency between reengineering, digitization and operations processes.
2. Common principles in digitization of information systems/electronic services.
3. Detailed description of all activities related to digitization of electronic services, like analysis, designing, development, testing, deployment, acceptance, continuous integration, change management etc.
4. Roles and responsibilities of parties involved in digitization.
5. Description of all inputs and outputs of the digitization;

	Outline and list of documents – 4 weeks
Draft methodology including major documents - 14 weeks
Final – 22 weeks

	3
	Templates and sample documents for outputs of each activity related to digitization, downloadable from relevant contextual pages of the digitization methodology site, including but not limited to:
1. Concept of information system/electronic service;
2. Requirements specification including functional and non-functional requirements as well as requirements regarding technical offers;
3. Technical specification document containing architecture and high level design;
4. Testing and QA documents, including test plan, test cases, test reports;
5. Acceptance documentation;
6. Guides and manuals for a) installation/configuration, b) disaster recovery, c) administration and maintenance and d) user guides.

	 List of documents - 4 weeks
Drafts – 14 weeks
Final – 22 weeks

	4
	Checklists for validation of processes and main documents.
	List of documents - 4 weeks
First draft – 14 weeks
Final – 22 weeks

	5
	Proposals for improvements of the public service reengineering methodology relevant to service digitization.
	22 weeks

	6
	Proposals for electronic public service operations methodology relevant to information systems development.
	22 weeks

	7
	Training materials used in workshop(s).

	First draft – 20 weeks
Final – 22 weeks

	8
	Workshop for public service providers
	23 weeks




VI. Reporting requirements 
The Consultant shall work under the general supervision of the Chief Digital Officer of the e-Governance Agency, who will facilitate the Consultant’s access to the necessary documents, materials and key stakeholders to the assignment. The Consultant shall also coordinate the work with the Chief Enterprise Architect of the e-Governance Agency. 

VII. Resources 
The e-Governance Agency will provide the Consultant with the core data on the institutions under the scope of the assignment and other available information on public services; will facilitate the interaction with appropriate institutions, offices and make the necessary arrangements for consultations with relevant stakeholders.
The Consultant will cover expenses related to the consultancy, travel to and from Moldova and a per diem while in Moldova, translation and photocopying costs.

VIII. Consultant’s qualification and experience  
The Consultant shall be a firm with extensive experience in the field of software development and consultancy, which must meet the following qualification requirements:

1. Proven experience in software development for at least 10 years;
2. Proven experience in providing consultancy in reforming IT services and setting up information system development processes in large organizations for at least 5 years;
3. Valid ISO 9001 certification;
4. Proven experience in software development for public sector implementing at least 3 projects of at least 2000 man/days in last 5 years;
5. Similar consultancy projects in the last 5 years would be an asset;
6. Certification obtained related to service provision, project management and security management (like ISO 20001, ISO 21500, ISO 27001) would be an asset.
7. Experience in providing consultancy for large organizations in ISO 9001, 27001, 20001 certifications would be an asset;
8. Prior experience with World Bank, IMF, UN, EU and other donor-financed projects is desirable.

[bookmark: _Toc460217656]Key experts
These terms of reference contain the required key experts’ profiles. The Consultant shall submit CVs and Statements of Exclusivity and Availability for the following key experts:
· Key Expert 1: Team leader
· Key Expert 2: Business Analyst
· Key Expert 3: Software Architect
· Key Expert 4: Software Testing Specialist
· Key Expert 5: Operations Specialist

Key expert 1: Team Leader 
The Team Leader is responsible for the day-to-day liaison with the Client; s/he must ensure the internal coordination and guidance of all experts of the project and coordination of the project with external counterparts.
The Team Leader must also ensure availability of suitable experts in accordance with the Project Work Plan.  
The Team Leader shall oversee that all reporting obligations are fulfilled in a timely manner to a high-quality standard. 
Qualifications and skills
1. University degree in computer science or areas related to software development;
2. Minimum 10 years of experience in area of software development;
3. At least 5 years of experience in project management or software team leadership in public or private sectors;
4. Experience in consultancy projects;
5. Excellent understanding of software development processes and models, web and mobile development, DevOps, agile software development, cloud computing and other aspects relevant to this assignment;
6. Certifications in software engineering would be an asset;
7. Familiarity with innovative public services re-engineering approaches (e.g. human-centered design, behavioral sciences etc.).
8. Familiarity with Moldovan e-governance infrastructures and services would be an asset;
9. Ability to effectively communicate and write in Romanian and/or English. Knowledge of Russian would be an asset.

Key expert 2: Business Analyst 
Qualifications and skills
1. University degree;
2. Minimum 10 years of experience in area of software development;
3. Minimum 5 years of experience in business analysis;
4. Experience in consultancy projects;
5. Excellent understanding of software development processes and models;
6. Certifications in software engineering would be an asset;
7. Familiarity with innovative public services re-engineering approaches (e.g. human-centered design, behavioral sciences etc.).
8. Familiarity with Moldovan e-governance infrastructures and services would be an asset;
9. Ability to effectively communicate and write in Romanian and/or English. Knowledge of Russian would be an asset.

Key expert 3: Software Architect 
Qualifications and skills
1. University degree;
2. Minimum 10 years of experience in area of software development;
3. Minimum 5 years of experience in software architecture and design;
4. Experience in consultancy projects;
5. Excellent understanding of software development processes and models;
6. Certifications in software engineering would be an asset;
7. Familiarity with innovative public services re-engineering approaches (e.g. human-centered design, behavioral sciences etc.).
8. Familiarity with Moldovan e-governance infrastructures and services would be an asset;
9. Ability to effectively communicate and write in Romanian and/or English. Knowledge of Russian would be an asset.

Key expert 4: Software Testing Specialist 
Qualifications and skills
1. University degree;
2. Minimum 10 years of experience in area of software development;
3. Minimum 5 years of experience in software test analysis and software testing;
4. Experience in consultancy projects;
5. Excellent understanding of software development processes and models;
6. Certifications in software engineering would be an asset;
7. Familiarity with innovative public services re-engineering approaches (e.g. human-centered design, behavioral sciences etc.).
8. Familiarity with Moldovan e-governance infrastructures and services would be an asset;
9. Ability to effectively communicate and write in Romanian and/or English. Knowledge of Russian would be an asset.

Key expert 5: Operations Specialist 
Qualifications and skills
1. University degree;
2. Minimum 10 years of experience in area of software development, administration and maintenance;
3. Minimum 5 years of experience in deployment and IT service management;
4. Experience in consultancy projects;
5. Excellent understanding of software development processes and models;
6. Certifications in IT service management would be an asset;
7. Familiarity with innovative public services re-engineering approaches (e.g. human-centered design, behavioral sciences etc.).
8. Familiarity with Moldovan e-governance infrastructures and services would be an asset;
9. Ability to effectively communicate and write in Romanian and/or English. Knowledge of Russian would be an asset.
