GOVERNMENT OF PAKISTAN
MINISTRY OF ENERGY (POWER DIVISION)
 TERMS OF REFERENCE
Engagement of an Independent Consultant / Consulting Firm for Third-Party Assessment Review and Financial (Tariff) Impact Analysis of Human Resource Rightsizing in Power Sector Entities under the Ministry of Energy (Power Division)

1. Background
The Power Division is pursuing a broad governance and institutional reform agenda in line with the National Electricity Policy, 2021 and the National Electricity Plan, including reforms aimed at improving sector efficiency, financial viability, institutional clarity, market development, and the performance of key power-sector entities. These reforms require sector institutions to be fit for purpose, appropriately staffed, financially sustainable, and aligned with their evolving mandates across planning, transmission, system and market operations, power purchasing, energy efficiency, information technology, and infrastructure development.
Complementing this agenda, the Federal Cabinet, through its Rightsizing Committee, has directed all Ministries and Divisions to undertake a structured review of the organizational and human resource footprint of entities under their administrative control, with a view to eliminating redundant positions, correcting cadre and grade mismatches, and rationalizing establishment costs across the public sector. Pursuant to this directive, and to ensure that the exercise is undertaken in a manner consistent with power-sector reform requirements, the Power Division has instructed each of its attached departments, autonomous bodies, and sector companies — including the Private Power Infrastructure Board (PPIB), the Power Planning & Monitoring Company (PPMC), the Central Power Purchasing Agency–Guarantee (CPPA-G), the National Grid Company of Pakistan / NTDC (NGC), the Independent System and Market Operator (ISMO), the Energy Infrastructure Development & Management Company (EIDMC), the National Energy Efficiency and Conservation Authority (NEECA), Power Information Technology Company (PITC), together with such other entities as the Power Division may subsequently notify (collectively, the “Entities”) — to engage independent third-party assessors to review their sanctioned and actual HR positions, evaluate workload and functional justification, and recommend the extent to which current establishment strength can be safely and functionally rationalized.
Each Entity is separately procuring and supervising its own third-party HR assessment, given the differences in mandate, organizational structure, and workforce composition across the power sector chain (policy and planning, transmission, market operation, power purchasing, and infrastructure development). While this entity-level approach allows assessors the necessary domain depth, the Power Division requires an independent, sector-wide vantage point that sits above the individual assessments  one that can (a) test the consistency, rigor, and comparability of methodologies and findings across Entities; (b) flag outlier or unsubstantiated recommendations; and (c) translate the HR findings into their tangible financial burden on the consumer tariff, which is ultimately the metric of greatest interest to the Cabinet, NEPRA, and consumers.
This assignment is therefore conceived as a parallel, oversight and synthesis layer of technical assistance, working alongside, not in place of, the Entity-level third-party assessors, and reporting directly to the Power Division.
This assignment should therefore be understood as sitting within, and in direct support of, the Power Division's broader power-sector governance and institutional reform agenda including the institutional strengthening and sector-governance objectives pursued under Component 4 of the World Bank-financed Energy Distribution Efficiency Improvement Program (EDEIP). The Entities in scope span the full breadth of the power-sector chain  planning, transmission, system and market operations, power purchasing, energy efficiency and conservation, information technology, and infrastructure development which provides a natural and timely basis to position this assignment not narrowly as an HR/rightsizing exercise, but as institutional reform and reform implementation support, in which the HR/rightsizing review serves as one input into a broader assessment of each Entity's mandates, functions, cost structures, capacity alignment, and financial implications.
2. Scope of Entities Covered
This assignment covers only the Power Division entities listed in Section 1 above, together with any additional entities the Power Division may notify in writing during the course of the assignment (the “Entities”).
Distribution Companies (DISCOs) are excluded from the scope of this assignment. The Consultant shall not assess, benchmark, or otherwise include any DISCO in its institutional, functional, HR or financial analysis, and shall not consider redeployment of surplus staff to DISCOs as part of its recommendations. Any interaction between this assignment and the ongoing DISCO privatization process is outside the scope of this engagement.
3. Objectives of the Assignment
The Consulting Firm (hereinafter the “Consultant”) shall achieve the following objectives:
1. Independently review and critically assess the third party HR rightsizing reports/findings produced for each Entity, evaluating the adequacy of methodology, data integrity, benchmarking basis, and the defensibility of recommended headcount reductions or retentions.
1. Identify inconsistencies, gaps, and methodological weaknesses across the individual Entity assessments, and recommend harmonized rightsizing principles and benchmarks applicable across the power sector chain.
1. Quantify the current financial burden of HR establishment (pay, pension, medical, other employee-related costs) of each Entity, and its embedded pass-through in the consumer electricity tariff, disaggregated to the extent the DISCO/CPPA-G tariff structure permits.
1. Model the financial (tariff) impact of the proposed rightsizing scenarios i.e., the tariff relief or cost avoidance achievable under “as recommended,” “conservative,” and “aggressive” rightsizing scenarios including transition costs (severance, golden handshake, pension liabilities) versus recurring savings, and the payback period.
1. Provide the Power Division with a consolidated, Cabinet ready synthesis report and presentation that can be used to brief the Rightsizing Committee and/or the Cabinet Committee on Energy (CCoE).
4. Scope of Work
4.1 Review of Third-Party Assessments: Institutional, Functional and HR Dimensions
1. Obtain and review the Terms of Reference, methodology, and draft/final findings of each Entity's third-party assessor.
1. Assess whether each third-party assessor's work adequately addresses: (a) the Entity's mandate, functions, and organizational structure and their continued relevance in light of the evolving power-sector structure (e.g., market liberalization under CTBCM and the establishment of ISMO); and (b) overlaps, duplication, or gaps in mandate and function across Entities (e.g., planning functions split across PPMC and other bodies, or IT functions split between PITC and individual Entities), business-process inefficiencies, and automation/digitization or outsourcing opportunities identified (or not identified) by the assessor.
1. Cross-check sanctioned strength, actual filled/vacant positions, cadre-wise and grade-wise breakdown, and organograms against the assessors' baseline data for accuracy.
1. Assess whether workload analysis, functional justification, comparator benchmarking (regional utilities, similar SOEs, private sector equivalents), and span of control analysis used by each assessor are technically sound.
1. Identify and document any material discrepancies, unsupported assumptions, or scope gaps (e.g., outsourced/contractual staff not captured, project-funded positions, deputationists, court stayed cases, or any other; or institutional/functional dimensions not examined at all) in the individual Entity assessments.
1. Where an assessment is found deficient or silent on a required dimension, document this clearly and recommend specific corrective analysis or supplementary data collection, coordinating with the respective Entity and its assessor as needed; the Consultant is not required to independently replicate the institutional/functional mapping itself except to the extent necessary to support this review.
4.2 Financial and Economic Impact Assessment
The financial and economic analysis shall clearly distinguish between the following categories of impact, and shall not assume that HR-related cost changes in one category automatically translate into another unless supported by a documented regulatory or contractual mechanism:
1. Direct tariff impact — HR cost elements that flow into the consumer electricity tariff through a documented, NEPRA-recognized mechanism (e.g., components of CPPA-G's capacity/energy purchase price, NTDC's transmission tariff, or a DISCO O&M allowance as recognized in NEPRA determinations), quantified in PKR and, where applicable, in Rs./kWh or as a percentage of the relevant revenue requirement.
1. Indirect sector-cost impact — HR cost changes in Entities whose costs are not directly recognized in the consumer tariff (e.g., PPIB, PPMC, NEECA, PITC, EIDMC), but which affect overall sector financial health, government subsidy requirements, or circular debt accumulation.
1. Budgetary impact — changes in the level of Government of Pakistan budgetary grants, subventions, or guarantees required to support any Entity, where relevant.
1. Cost avoidance versus recurring savings — a clear distinction between one-off avoided future costs (e.g., avoided future hiring) and actual recurring reductions in current expenditure.
1. Transition costs — severance, packages, notice period pay, and any other one-off cost of implementing rightsizing.
1. Pension and retirement liabilities — the impact of rightsizing on funded and unfunded pension obligations, including any acceleration of liability crystallization.
1. Legal obligations — statutory dues, contractual entitlements, and any court-mandated protected employment terms that constrain the pace or form of rightsizing.
1. Timing of impact — a multi-year (5–10 year) projection distinguishing near-term transition-cost impact from the medium- and long-term trajectory of savings or cost avoidance, and the resulting break-even period, under at least three scenarios (status quo; third-party assessor recommendation; and an independently validated “realistic” scenario, where the assessor recommendation is found not to be viable).
1. The methodology and results shall use NEPRA approved tariff determinations, revenue requirements, and audited financial statements as primary sources, and shall explicitly flag, for each Entity, whether and how HR-cost changes are expected to affect the consumer tariff, rather than presenting tariff relief as a default or automatic outcome.
4.3 Cross Entity Synthesis and Policy Recommendations
1. Prepare a consolidated cross-Entity comparison of institutional, functional, HR, and financial review findings, and of implementation risk.
1. Recommend a harmonized review and rightsizing framework, including treatment of surplus staff (redeployment within the Entities where feasible, retaining, early retirement), sequencing, and a governance/monitoring mechanism for implementation.
1. Flag, based on the review under Section 4.1, any instance where a third-party assessment does not appear to adequately safeguard technical, safety, or other critical operational functions from indiscriminate headcount reduction; the determination and design of such safeguards remains the responsibility of the respective Entity and its third-party assessor.
1. Advise on legal and labor-law considerations relevant to implementation, in coordination with the Entities' legal/HR divisions.




5. Deliverables
	#
	Deliverable
	Format
	Indicative Timeline*

	1
	Inception Report — work plan, methodology, data requirements, and review checklist for third-party assessments
	Report
	3 weeks from contract signing

	2
	Entity wise Review Notes — assessment of each third-party HR report's methodology and findings, with observations/queries
	Report
	Within 1 month of receipt of each Entity report

	3
	Financial (Tariff) Impact Model — Entity-wise and consolidated, with scenarios
	Editable Excel financial model + methodology note
	3 months from start

	4
	Draft Consolidated Synthesis Report — cross-Entity findings, financial impact, and recommendations
	Report
	5 months from start

	5
	Final Synthesis Report incorporating Power Division comments and final presentation
	Report + Executive Summary
	6 months from start


*Timelines are indicative and shall be finalized in the Inception Report in consultation with the Power Division; they are also contingent on the timely availability of Entity level third party assessment reports.
5. Duration of Assignment
The assignment is expected to be completed within a period of 6 months from the date of contract signing / issuance of notice to proceed, inclusive of report finalization, but exclusive of any period(s) during which the Consultant is awaiting the delivery of Entity level third-party assessment reports through no fault of its own. The contract may include provision for a limited follow-on period (e.g., up to 3 months) for implementation support advisory, at the Power Division's discretion.
6. Institutional Arrangements and Data Access
1. The Consultant shall report to the Power Division, through a designated focal person / Project Director and shall coordinate operationally with the nominated focal persons in each of the Entities.
1. The Power Division shall facilitate access to relevant Entity organograms, HR records (sanctioned/actual strength, pay scales, pension data), audited financial statements, NEPRA tariff petitions and determinations, and the third-party assessors' TORs, draft and/or final reports necessary for working of consultant.
1. The Consultant shall have the right to hold structured meetings with each Entity's management, HR department, and the respective third-party assessor to seek clarification, subject to reasonable notice and confidentiality safeguards.
1. A Project Steering Committee comprising representatives of the Power Division may be constituted to review the Consultant's interim outputs and provide policy guidance.
7. Qualification Requirements of the Consultant / Firm
7.1 Firm-Level Eligibility
1. Documented experience of at least ten (10) years in organizational review, HR restructuring, or institutional reform assignments.
1. Documented experience of completing at least two assignments during ten (10) years in organizational review, HR restructuring, or institutional reform assignments. 
1. Preference will be accorded to entities with prior experience in the power/energy sector.
1. Demonstrated experience in tariff/regulatory financial analysis, 
1. Should have sound corporate structure (should not have any conflict of interest with any of the Entities' existing third-party assessors (see Section 9).
7.2 Key Experts (indicative team composition)
	Position
	Minimum Qualification & Experience
	Role

	Team Leader / Institutional Reform Specialist
	Master's degree in Public Administration, Management, HR, or Engineering; 12+ years including power sector institutional reform
	Overall quality assurance, Power Division liaison, synthesis report

	HR / Organizational Development Expert
	Master's in HR/Business Administration; 10+ years in organizational review, job evaluation, workforce planning
	Review of third-party HR methodologies, functional justification, redeployment framework

	Power Sector Financial / Tariff Analyst
	Master's in Finance/Economics or ACCA/CFA/CA; 10+ years in utility finance or regulatory tariff work
	Financial modeling, tariff pass-through analysis, scenario modeling

	Power Sector Engineer
	BSc/MSc Electrical/Power Engineering; 10+ years across generation, transmission, or system operation
	Technical validation of functional/safety-critical staffing needs

	Legal / Labor Law Advisor (part-time)
	LLB/LLM; 8+ years in labor law, CBA negotiations, public sector employment law
	Advise on legal implications of rightsizing/severance


8. 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 Nov 2020 “Procurement Regulations “and is open to all eligible bidders as defined in the Procurement Regulations.
9. Annexes (to be attached)
1. Annex-A: List of Entities and their organograms / sanctioned strength (as available).
1. Annex-B: Rightsizing Committee directive and related Cabinet decisions.
1. Annex-C: Status of Entity wise third-party HR assessments (assessor, TOR, timeline).
1. Annex-D: Relevant NEPRA tariff determinations and revenue requirement documents.
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