GOVERNMENT OF PAKISTAN
Ministry of Energy (Power Division)

TERMS OF REFERENCE
Digital & Social Media Solutions Firm

Power Subsidy Reform — National CNIC-to-Meter Linkage Campaign
A. Background
The Government of Pakistan, through the Ministry of Energy (Power Division), is implementing a major structural reform of its electricity subsidy framework, moving from the existing broad-based, consumption-linked tariff differential subsidy to a new targeted electricity subsidy programme. Eligibility for the new programme will be determined through an income/socio-economic verification process, with beneficiary identification leveraging the National Socio-Economic Registry (NSER) database maintained by BISP.
The critical technical enabler of this reform is the linkage of electricity meters to consumers' Computerised National Identity Cards (CNICs). Once a consumer's CNIC is linked to their meter in the relevant Distribution Company (DISCO) database, the system will be able to identify eligible households and apply the appropriate subsidy directly to their monthly electricity bill. As a broader national goal, the Power Division envisions that all electricity consumers in Pakistan will eventually have their CNICs linked to their meters, creating a data-driven foundation for future energy policy.
To drive public awareness and ensure nationwide compliance, the Power Division is separately engaging three specialised communications firms — a PR & Media Relations Firm, a Traditional Media Advertising Agency, and a Digital & Social Media Solutions Firm — each through an independent, single-consultant selection process under the World Bank Procurement Regulations for IPF Borrowers, submitted as three separate activities on the Bank's STEP system. All three firms will work in close coordination under the oversight of the Power Division (Section E). This Terms of Reference covers the Digital & Social Media Solutions Firm only; the other two engagements are procured under separate, independent Terms of Reference.
B. Communication Objectives and Core Messaging
The overarching objective of the campaign is to help all audiences understand: (i) how the new targeted subsidy mechanism works; (ii) what consumers need to do to access it, including CNIC-to-meter linkage and NSER registration; (iii) what the reform means for their electricity bill; and (iv) how to raise a query or complaint through the grievance redress mechanism. The consultant will ,assist the Power Division in recording, tracking, and responding to complaints received..
The Firm shall assist the Power Division in recording, tracking, and responding to queries and complaints received through digital and social media channels, and in feeding these into the Power Division's formal Grievance Redress Mechanism (GRM), consistent with the reporting requirements at Section 3.
The Firm shall work from a single, Power Division-approved Messaging Bible, developed collaboratively across all firms — with the PR & Media Relations Firm in the lead advisory role — and approved by Power Division before any public-facing content is produced. All creative and public-facing materials require prior written Power Division approval; departure from the approved messaging framework is grounds for contract termination.
Illustrative Messaging Themes
1. What the reform is: a new, targeted electricity subsidy for verified low-income households, replacing the current broad-based subsidy. The reform is needed to ensure that limited public resources are directed more effectively to households that need electricity subsidy support, while improving the targeting, transparency, and sustainability of the subsidy system.
1. What consumers need to do: link their CNIC to their electricity meter; if not already registered, register with NSER.
1. What it means for their bill: The Firm shall assist the Power Division in communicating impacts of the policy changes to all customer categories and, where required, to individual customers based on the impact assessment study currently being finalized by the Power Division.
1. Where to get help: a defined grievance redress channel — helpline, portal, and/or DISCO counter [channel to be specified].
Messaging must be tailored to each of the two campaign phases (Section D) and must speak to all electricity consumers, not only BISP beneficiaries (Section E.4).
C. Campaign Phasing and Timeline
The assignment runs from onboarding in October 2026, with work starting on or before November 2026, through to campaign close in April 2027.
Phase 1 — Consumer Registration & Readiness (November 2026 – January 2027): focuses on CNIC-to-meter linkage and NSER registration for eligible households not already registered.
Phase 2 — Subsidy Programme Rollout (February – April 2027): focuses on enrolment procedures, meter linking/delinking processes, the grievance redress mechanism, and other operational aspects required for beneficiaries to access support, including public awareness and beneficiary onboarding.
D. Institutional Arrangements
D.1 Reporting
The Firm shall report directly to the designated Power Division focal person. All deliverables, reports, and communications must be addressed to this focal point unless otherwise specified in writing.
D.2 Coordination and Dedicated Government Team
Power Division shall designate a dedicated subsidy-reform communications team within the Power Division/Ministry of Energy — composition and focal person to be notified at contract signing — responsible for overall campaign direction and for coordinating among the three firms engaged under the campaign. Day-to-day advisory input on public response and messaging strategy is led by the PR & Media Relations Firm, subject to Power Division approval.
The Firm shall participate in fortnightly joint coordination meetings, alongside the other firms engaged under the campaign, chaired by the Power Division focal person, and shall nominate a designated coordination point for inter-firm communication. All three firms must adhere to the shared Messaging Bible; in the event of any messaging conflict, the Power Division's decision is final and binding.
The scope of services includes support for stakeholder engagement and coordination with key institutions involved in the reform — particularly Power Division, BISP, and the DISCOs — and other relevant Government entities, as directed by the Power Division focal person.
D.3 Approvals
All creative materials, media plans, press releases, digital content, and any other public-facing outputs must receive prior written approval from the Power Division before production, release, or placement. The Power Division shall provide feedback within five (5) working days of submission.
D.4 Target Audience
Given the objective of establishing a nationwide CNIC-to-meter linkage system and preparing for the broader targeted subsidy framework, campaign materials shall be designed to reach all electricity consumers nationwide, with tailored messaging and audience segmentation for specific groups where required. No deliverable, target audience, paid advertisement or message shall be framed exclusively around BISP beneficiaries.
2. Scope of Services
The Firm is responsible for all paid and organic digital and social media activities across both phases, including paid social/digital advertising and media buying, digital creative production, website banner placement, organic social media management, and digital analytics.
2.1 Phase 1 Deliverables (November 2026 – January 2027)
1. Paid Social & Digital Advertising: design and placement of paid advertisements on Facebook, Instagram, YouTube, TikTok, LinkedIn and other platforms as required. The target audience shall comprise all electricity consumers nationwide, with appropriate audience segmentation for NSER-registered households, low-income/underserved consumers and other relevant consumer groups. The Firm shall prepare an advance media-buying and ad-spend plan setting out platform mix, audience segments, campaign objectives, flighting, estimated reach/impressions, optimization approach and budget allocation. As a minimum planning requirement, the campaign shall provide for two major paid-media flights of up to 40 days each, one aligned principally with each campaign phase, subject to Power Division's approved media plan.
1. Digital Creative Production: short-form video, motion graphics, static/carousel creative and platform adaptations in Urdu and regional languages, optimized for digital/social formats and shorter attention spans. Minimum planning quantities shall include, per major paid-media flight, at least 8 short-form videos, 8 motion-graphic assets and 24 static/carousel assets, with language/platform adaptations as required. The final creative calendar may vary the mix, subject to Power Division approval, provided the overall minimum production requirement is met.
1. Website & Programmatic Banner Ads: design and placement on high-reach websites and programmatic inventory relevant to target segments. Minimum planning quantity: 12 banner creative variants/sizes per major paid-media flight, with trafficking and placement across an agreed list of relevant high-reach websites/inventory.
1. Organic Social Media Management: management of official campaign/Power Division social handles, including content calendar, posting, community engagement and comment moderation. The Firm shall develop and maintain a Misinformation Mitigation / Crisis Communications protocol, including a “Red Flag” escalation mechanism for identifying and responding to organized misinformation or viral backlash. Minimum planning output: 16 organic posts per month across agreed platforms, including static, carousel, short-video/reel and story formats as appropriate.
1. Digital Community Engagement & Push Messaging: WhatsApp broadcast/push messaging and/or chatbot support for beneficiary queries, coordinated with DISCOs, subject to Power Division approval. The Firm shall comply with applicable Pakistani data protection laws and World Bank Group privacy/data-protection standards, and shall establish a clear protocol governing the collection, storage, use, and deletion of any consumer data gathered through chatbot or social media interactions. The Firm shall record, tag, and report all queries and complaints received through these channels for feeding into the Power Division's Grievance Redress Mechanism.
1. Digital Analytics & Performance Reporting: real-time dashboards; reach, engagement, and conversion metrics; A/B testing of creative.
1. Digital Opinion-Leader / Content Creator Engagement: identify, assess and shortlist relevant digital content creators/influencers based on audience relevance, geographic reach, language, credibility, brand-safety considerations and expected campaign impact. The Firm shall establish a creator database, approach and negotiate with proposed creators, secure access and availability, obtain written confirmation of willingness/commitment to participate, agree deliverables and timelines, and coordinate briefing, content review and publication. No creator shall be engaged or paid without prior written approval of Power Division. Minimum planning quantity: shortlist of at least 30 relevant creators and a target of at least 12 approved creator engagements across the two phases, subject to availability and Power Division approval.
2.2 Phase 2 Deliverables (February – April 2027)
1. Paid Social & Digital Advertising: expanded national campaign targeting general consumers across all platforms.
1. Digital Creative Production: refreshed, shorter-form creative for general-public messaging.
1. Website & Programmatic Banner Ads: national-level placement targeting broader consumer segments.
1. Organic Social Media Management: continued management with expanded content cadence and push notifications.
1. Digital Analytics & Performance Reporting: comprehensive Phase 2 dashboards and reporting.
2.3 Paid Media Cost, Agency Commission and Reimbursement
Paid media/ad-spend shall be reimbursed at actual cost against platform invoices, media booking/payment documentation and proof of placement/performance, subject to the Power Division-approved media plan and budget.
2.4 Costing and Deliverable Flexibility
The quantities and media allocations in this ToR are minimum planning requirements for procurement and cost estimation. The final monthly content calendar, platform mix, media allocation and creative adaptations may be adjusted by Power Division on the basis of campaign performance, emerging communication needs, platform requirements and approved media plans, without reducing the agreed minimum service level unless otherwise agreed in writing. Any additional paid-media flight or expenditure beyond the initial approved flight shall be contingent on a satisfactory mid-campaign performance evaluation (Section 3) and shall not be treated as an automatic or default continuation.
3. Reporting
1. Monthly progress reports by the 5th of each following month: placements, spend, reach/engagement data, and analytics summary.
1. Proof of Placement for all paid digital and social media.
1. Mid-campaign evaluation report at the midpoint of each phase.
1. Final Evaluation Report at the conclusion of each phase.
4. Minimum Qualification Requirements (Firm)
4.1 Minimum Experience
1. Minimum five (5) years' continuous documented experience in digital marketing (simultaneously across at least three of: Facebook, Instagram, YouTube, TikTok, LinkedIn, and programmatic display), paid social advertising, or digital communications
1. Minimum two (2) large-scale paid digital/social campaigns for a federal/provincial government entity, SOE, or private sector — at least one assignment should be nationwide: Campaign targeting low-income or underserved populations will be accorded due weightage.
4.2 No Conflict of Interest
1. The Firm, its Key Experts, and any subcontractors shall not have existing contractual relationship with any DISCO, BISP, or entity directly involved in the Power Subsidy Reform: Signed conflict-of-interest declaration on firm letterhead.
5. Key Expert / Team Requirements
1. Digital Campaign Director / Team Lead: Master's degree (minimum sixteen years of education) in Marketing, Digital Media, or Communications. Minimum 8 years leading digital/social campaigns, including government or large institutional clients.
1. Paid Media & Performance Marketing Specialist: Minimum 5 years managing paid campaigns on Facebook, Instagram, YouTube, TikTok, and LinkedIn; relevant platform certifications preferred.
1. Creative / Content Producer (Video & Graphics): Minimum 5 years producing short-form video and graphic content for digital/social platforms; multilingual portfolio.
1. Social Media & Community Manager: Minimum 4 years managing organic social channels, community engagement, and comment moderation.
1. Regional Language Digital Content Specialists (minimum 2): Proficiency in adapting digital/social content for regional audiences. Collectively, the two specialists shall cover at least four distinct regional languages, with each specialist proficient in at least two regional languages. The proposed languages shall be identified in the firm's technical proposal and approved by Power Division prior to contract signing.
6. Selection Method
Bidding would be conducted through Consultants Qualification based Selection (CQS) using a Request Expression of Interest (REOI) as specified in the World Bank’s “Procurement Regulations IPF Borrowers” dated Feb, 2025 “Procurement Regulations” and is open to all eligible bidders as defined in the Procurement Regulations.
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