DRAFT


OFFICE OF THE UNITED NATIONS HIGH COMMISSIONER FOR REFUGEES

Instructional Design consulting for a Finance Learning program
Terms of Reference
A. BACKGROUND AND CONTEXT

1. Since mid-1999, UNHCR has designed and introduced a number of flexible learning programs for UNHCR staff around the world. These learning programs demand from participants an intensive, extended commitment to learning, in particular workplace learning, and are designed to have a significant impact on the learners, their teams and the organization. A strong emphasis is placed on assessment of learning and ways to measure return on investment in relation to the business objectives. 
2. In addition, UNHCR is in the process of implementing an Enterprise Resource Planning system (PeopleSoft) including Finance, and Supply Chain, Budget, EPM (Enterprise Planning), Human Resources and Payroll modules. The roll-out of this project (called MSRP) has brought to the foreground the need to broaden traditional off-line financial and administrative training to cover an integrated end to end view of all related processes (e.g. Purchasing to Payment) while at the same time focusing delivered content more narrowly on the actual tasks performed by individuals based on their assigned system and non-system roles. As such, the goals are to:

· Clearly define the financial training needs of the organization as a whole by means of a formal Learning Needs Assessment.

· Develop a Training Strategy and Plan for the Division of Financial and Administrative Management (DFAM) designed to meet these identified learning needs utilizing a range of pedagogical tools and methods to ensure effective delivery of necessary training while minimizing associated costs. 
· Ensure that learning effectiveness is measured by impact indicators in relation to cost.  

· Provide an appropriate balance of “flexible” learning methods, including self-study, distance learning, printed content, and workshops to ensure holistic coverage of the identified learning needs.
· Leverage UNHCR investments in distance learning tools to enhance training delivery.
· Maximize use of PeopleSoft UPK on-line training tool for hands-on system training. 
· Produce role-based training content that can be assembled flexibly into learning packages designed to meet the learning needs of different profiles within UNHCR. 

· Package this content flexibly based on the Trainee’s assigned Roles to create targeted, role-based training programs for different profiles
· Minimize the support required to maintain training documentation and content.
· Ensure that all training content can be consistently and easily updated with minimal effort to incorporate changes in policy, process, and system design/user interface. 

3. Such an approach will need to address the core principles of financial control, accounting, and related concepts, and their practical application in UNHCR based on the diverse business roles of different categories of trainee. Wherever feasible, the focus should be on simple explanation and practical demonstration of the relevant UNHCR processes through hands-on access to the system. 
4. To design the learning approach and program, we will make use of an independent consultant who has experience designing and facilitating learning programs of a similar nature, and is an experienced instructional designer. This person will create the overall program framework, and design the subsequent modules and activities. The content will be developed within the UNHCR Learning Policy and Guidelines. 
5. The learning approach will need to be "leveled" to address the needs of various different groups, such as finance, administration, operations and managerial staff, and particularly, but certainly not limited to, staff in the field. This is a significant number of people (approximately 1,400), spread across all geographical regions with some in deep field duty stations.  There will be some materials prepared for immediate use, focusing primarily on distance-learning tools such as specific job aids, to meet short-term urgent needs.  The majority of the materials to be developed would be to address longer-term fundamental conceptual understanding and its application in UNHCR through MSRP.  
6. Given financial constraints, the program design will need to take into account the most appropriate and cost effective methodologies to reach everyone needing to learn the content quickly. UNHCR is also preparing to meet the requirements for financial reporting by the International Public Sector Accounting Standards (IPSAS) in the near future (anticipating end of 2009). The learning design, therefore, must incorporate IPSAS elements and be structured in a flexible manner to minimize the overhead in updating and changing materials to incorporate IPSAS elements as these become mandatory. Furthermore, the learning design will need to take into account the diversity of staff member and their location, including many in deep field duty stations with poor Internet connectivity. 
B. RESPONSIBILITIES OF THE CONSULTANT
1. Learning Needs Assessment

The Independent Consultant would work with the Controller and his divisional staff to quickly identify the present and future financial learning needs and profiles of UNHCR staff.

· Continue and finalize the financial/administrative Learning Needs Assessment through focus groups and limited targeted surveys as appropriate
· Draft a Curriculum that: 

· Breaks learning needs down into basic modular topics that can be flexibly assembled to cover multiple user profiles 

· Organizes these modular topics into a comprehensive structure that reflects the role-based learning needs at different levels for different processes. 
· The Controller will sign off on these deliverables.
2. Training Strategy and Plan
The Independent Consultant will work in collaboration with DFAM divisional staff  to do the following:

· Create an overall Training Strategy utilizing distance learning modules and other tools and methods as appropriate.
· Develop a detailed Training Plan for the delivery of the training content in the agreed modules and formats based on the Learning Needs Assessment report, with appropriate milestones.
· Review available resources including existing learning materials, policies and regulations and extract relevant sections.
· 
· Design the individual modules including hands-on practice activities incorporating business/PeopleSoft processes and screens.
· Design face-to-face components as required.
· Create relevant support materials for the delivery of the learning program and modules (e.g. for tutors, facilitators, administrators). 
· Design assessment and evaluation components based on UNHCR Learning Policy and Guidelines.
· The Controller will sign off on these deliverables.

3. Design Assumptions:
· The program will involve a combination of modules and components with an emphasis on distance learning in the workplace. 
· The design will take into account the UNHCR Learning Policies and Guidelines, and incorporate appropriate feedback/assessment methods.
· The learning approach will need to be "leveled" to address the needs of various different and diverse groups. For instance, learning modules will need to address many learners who are relatively new to finance/accounting and to the PeopleSoft system. In addition, English is not a first language for many of the learners. 
· The program design will need to take into account the most appropriate and cost effective methodologies to reach everyone needing to learn the content quickly. The target group for learning is spread across many different duty stations, some with poor Internet connectivity; therefore, alternative delivery solutions are required (e.g. off-line options, CD-ROM).
· The learning design will need to be easily adaptable to incorporate new requirements including IPSAS standards. 

· The design should allow for a longer shelf life of the content while allowing for regular updates to the practical/hands-on components. 
· The final formatting of the units and activities would be the responsibility of the consultant.

4. Additional Terms

The consultant will work from UNHCR Headquarters in Geneva and the Budapest Service Center excepted where noted below. The consultant will be provided with access to the relevant UNHCR Intranet, resources, tools and documentation. UNHCR will reimburse specified administration costs relating to this agreement; however, UNHCR will not cover any costs related to information and communication technology (ICT) hardware or software. Where presence at Headquarters is required, UNHCR will cover the cost of travel; and provide compensation according to the UN rates in addition to consulting fees. An number of missions to a representative sample of field locations may be required as part of the Learning Needs Assessment. Findings from these site visits should be incorporated into the Learning Needs Assessment and Training Strategy and Plan. 
C. DELIVERABLES 

1. Learning Needs Assessment and Curriculum (Feb 2008 to May 2008)  
2. Training Strategy and Plan (May 2008 to June 2008)
3. Production of training content and tools (June 2008 to December 2008)
4. Phased delivery of training based on prioritized needs (June 2008 to December 2008)
D. QUALIFICATIONS
1. 
2. A minimum of 10 years proven experience in design and delivery of related distance education programs that use a variety of instructional technology (i.e. e-learning, Internet, on-line tutorials). Knowledge of PeopleSoft UPK or On Demand e-Learning tool is essential. 
3. A minimum of 5 years experience with PeopleSoft Financials and Supply Chain and EPM.
4. 
5. A solid grasp of the instructional design process and best practices for the design of distance learning materials. 

6. Proficient with Microsoft Office, Microsoft Access, Microsoft Visio, PeopleSoft User Productivity Kit, e-Learning creation tools.

7. Fluent in English and excellent written communication skills.
8. Interest in humanitarian and refugee work. 

E. TECHNICAL REQUIREMENTS

1. Access to a computer with an internet connection for emails
2. 
3. Sufficient workstation capacity to work on-line within PeopleSoft and use the PeopleSoft UPK tool.
F. FEES/CONTRACTING ARRANGEMENTS

The consultant will be engaged on an individual consultant contract basis for the period from 15 February to 31 December 2008. 
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