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TERMS OF REFERENCE
	Position
	Consultancy to support the Design and Support the Implementation of a Document and Records Management Programme and Develop Requirements for an Electronic Document and Records Management System (EDRMS) 

	Location
	Gaborone 

	Type of Contract
	Firm 

	Duration
	12 months

	Start Date
	November 2026

	Responsible Programme
	A Just Botswana Portfolio 

	Government Counterpart
	Legal Aid Botswana



1.0 Background and Context
Legal Aid Botswana (LAB) is mandated under the Legal Aid Act to provide legal assistance services to eligible and vulnerable populations across Botswana. As part of its service delivery mandate, LAB generates and maintains substantial volumes of legal, administrative, financial, human resource, and operational records.
The increasing volume and complexity of records, coupled with evolving legal and regulatory requirements, necessitate the establishment of a robust records management framework that supports accountability, transparency, efficiency, and compliance. Existing paper-based and fragmented electronic systems present challenges relating to records retrieval, information security, storage, archiving, retention management, and operational efficiency.
The Criminal Justice Sector Review undertaken in 2024 identified limitations in records and information management systems across justice institutions and recommended strengthening digital and records management capacities as a priority reform area. Consequently, Legal Aid Botswana seeks to implement Phase I of a comprehensive Document and Records Management System (DRMS) initiative aimed at strengthening records governance, improving information management practices, supporting digital transformation, and preparing for the future implementation of an Electronic Document and Records Management System (EDRMS).
UNDP Botswana intends to recruit a qualified Consultancy firm/institution to undertake a records management assessment, develop a records management programme, formulate policies and procedures, develop an EDRMS Statement of User Requirements (SOUR), strengthen institutional capacity, and support implementation of the records management transformation agenda.

2.0 Objectives and scope of work
The overall objective f the consultancy is to strengthen records and information management within Legal Aid Botswana by establishing a comprehensive records management framework and preparing the institution for the implementation of an Electronic Document and Records Management System (EDRMS).




2.1 Specific Objectives include:
  Assess and diagnose LAB's current records and information management environment, including governance, processes, records inventories, systems, risks, legal/regulatory compliance and institutional capacity. 
  Establish the records and information governance framework, including classification, retention and disposition, appraisal, metadata, access/security, vital records, records ownership and accountability arrangements. 
  Analyse and redesign priority business processes and information workflows to establish clear business, functional, technical, integration, security and compliance requirements for a future EDRMS. 
  Develop a procurement-ready EDRMS Statement of User Requirements (SOUR) and associated functional specifications, informed by validated user requirements and the existing CMS/Microsoft 365 environment. 
  Prepare LAB for implementation and institutionalisation through change management, capacity development, implementation-readiness measures and a costed EDRMS implementation roadmap.

3.0 Scope of Work /Description of Tasks
Specific tasks for the consultancy firm/institution will be:

3.1 Inception and Diagnostic Review 

· Review existing records management policies, procedures, systems and practices.
· Assess the current records management environment across Head Office and selected service centres.
· Map records creation, storage, filing, retrieval, retention and disposal processes.
· Assess integration opportunities with the existing Case Management System (CMS) and Microsoft 365 environment.
· Identify regulatory, operational, technological and compliance gaps.
· Conduct a records risk assessment.
· Assess disaster recovery and business continuity arrangements. 

3.2  Records and Information Management Governance Framework and Programme
· Develop a comprehensive Records Management Programme including:
· Records classification framework.
· Records retention and disposition schedules.
· Records appraisal procedures.
· Vital and essential records programme.
· Records conversion and digitization programme.
· Records security and access framework.
· Metadata standards and records taxonomy.
· Records governance and accountability framework. 
3.3  Records Governance Policies, Standards and Priority Procedures
Develop and/or strengthen:
· Records Management Policy.
· Records Retention and Disposal Policy.
· Electronic Records Management standards and Procedures.
· Metadata/naming standards
· Access and confidentiality framework
· Digital Records Governance Framework.
· Business Continuity and Disaster Recovery Procedures.
· Develop a draft Botswana-adapted crime classification framework that maps relevant national offence categories and institutional codes to the ICCS. 
· Prepare an initial correspondence table and coding guidance, including treatment of offences that require technical interpretation or further inter-institutional agreement. 
· Recommend minimum data variables and disaggregation requirements, including offence, victim, alleged offender and contextual characteristics, subject to applicable law, confidentiality, privacy and data-protection requirements. 
· Identify implications for forms, databases, standard operating procedures, information exchange and institutional reporting. 

3.4 Develop a comprehensive Statement of User Requirements (SOUR) for the future EDRMS, including:

· Functional requirements: business requirements; records management requirements user requirements..
· Technical requirements including workflow requirements metadata requirements, classification and retention requirements
· Security/access requirements.
· Integration/interoperability requirements.
· Records retention and compliance requirements.
· Workflow automation requirements – migration/digitisation requirements.
· Reporting,  analytics requirements and dashboard requirements.
· Implementation roadmap and indicative architecture.
· Implementation and support requirements
· Audit trail requirements
· Acceptance/testing requirements

3.5 Implementation and Transition Support
            Support implementation of the approved programme through:

· Rollout of records management procedures.
· Configuration recommendations for existing systems.
· Establishment of records management controls.
· Standard Operating Procedures for records management functions . 
· Guidance on file organization and document repositories.
· Support adoption of records management practices.
3.6 Capacity Building and Change Management
· Develop training materials and user guides.
· Deliver training workshops for management and staff.
· Develop a change management and communication plan.
· Conduct awareness sessions on records governance and compliance.
3.7 Monitoring, Evaluation, Lesson Learning and Final Report including a costed EDRMS Implementation Roadmap

· Assess implementation effectiveness.
· Identify lessons learned and remaining gaps.
· Recommend next steps toward full EDRMS implementation.
· Prepare final project report.

4 Methodology
The consultancy firm/institution shall adopt a structured and participatory methodology aimed at establishing a comprehensive records and information governance framework and developing a procurement-ready Statement of User Requirements (SOUR) for a future Electronic Document and Records Management System (EDRMS). The methodology will comprise six interrelated phases: 

Phase 1: Project Inception and Planning; Phase 2: Institutional Records Management Assessment; Phase 3: Design of the Records Management Framework; Phase 4: Development of Policy, Procedure and Operating Frameworks; Phase 5: Requirements Analysis and Development of the EDRMS Statement of User Requirements (SOUR); Phase 6: Capacity Development, Change Management and Implementation Roadmap.
The assignment shall be guided by:

· ISO 15489 Records Management Standard.
· Information Governance Principles.
· Best practices in Public Sector Records Management.
· Business Process Re-engineering methodologies.
· Change Management principles.
· Data Protection and Information Security requirements.
· Participatory stakeholder engagement and validation.

5 Deliverables
	Deliverable 
	Estimated effort 
	Indicative due date 
	Review/approval 

	1. Inception report Report and Diagnostic Assessment
	10 working days 
	Within 12 calendar days of contract signing
	LAB and UNDP 

	2. Records Management Assessment and Gap Analysis Report 
	35 working days 
	2 months after contract
	LAB and UNDP 

	3. Records Management Programme Framework
	30 working days 
	4 months after signing of contract
	LAB and UNDP 

	4. Policies, Procedures and SOP Manual
	30 working days 
	By Month 6 
	LAB and UNDP 

	5. Statement of User Requirements (SOUR) and Functional Specifications and requirements validation report
	20 working days 
	By Month 8
	LAB and UNDP 

	6. Change Management plan and training needs analysis, training materials, user guides, training delivery and Implementation Readiness Package
	10 working days
	By Month 10
	LAB and UNDP 

	7. Final Report and Costed EDRMS Roadmap 
	5 working day 
	By Month 12 
	LAB and UNDP 




6.0     Qualification and Experience of the Team
Team Leader / Records and Information Governance Specialist
•Advanced degree in Records/Archives Management, Information Management, Information Systems, Library and Information Science, Public Administration or related field. 
•At least 10 years' relevant professional experience. 
•Demonstrated experience conducting institutional records-management assessments. 
•Experience developing records governance frameworks, classification schemes, retention schedules and records-management programmes. 
•Experience in public-sector/justice-sector records management desirable. 
•Demonstrated experience leading EDRMS requirements assignments. 
EDRMS / Business Analysis Specialist
•Strong experience in EDRMS requirements analysis and business-process re-engineering. 
•Experience developing functional and non-functional requirements and procurement-ready specifications. 
•Experience in workflow design, user requirements and systems implementation. 
•Experience with document/records management platforms. 
Information Systems / Integration Specialist
•Demonstrated experience with Microsoft 365/SharePoint or equivalent. 
•Experience integrating EDRMS/document-management platforms with case-management and other institutional systems. 
•Experience in data migration, interoperability and system architecture. 
Information Security / Data Protection Specialist
•Experience in information security, privacy/data protection, access control, information classification and sensitive records management. 
•Knowledge of public-sector/legal records confidentiality requirements. 
Change Management and Capacity Development Specialist
•Experience in organisational change, user adoption, training needs assessment and development of training programmes/user guides. 
•Experience supporting digital transformation projects. 

Language and other skills: 
· Excellent written and spoken English. 
· Strong analytical, facilitation, report-writing and presentation skills. 
9. Competencies 

9.1 Core Values 
· Integrity and professionalism. 
· Respect for diversity and cultural sensitivity. 
· Accountability and commitment to quality. 
· Commitment to gender equality, inclusion and the principle of leaving no one behind. 
· Zero tolerance for fraud, corruption, harassment, sexual harassment, sexual exploitation and abuse. 

9.2 Functional Competencies 
· Strategic and systems thinking. 
· Strong analytical judgement and attention to detail. 
· Effective stakeholder engagement and consensus building. 
· Results orientation and ability to deliver high-quality outputs within agreed timelines. 
· Clear communication and knowledge-transfer capability. 
· Ability to work independently while responding constructively to technical review and feedback.
10. Scope of price proposal and schedule of payments

The financial proposal shall be submitted as an all-inclusive lump sum linked to deliverables. It should include professional fees and all costs necessary to complete the assignment, including travel, subsistence, communications, insurance, taxes and other incidental expenses, except where the solicitation documents expressly state that a cost will be borne directly by UNDP.
6.0.1 Payment for this consultancy will be a lump sum on each deliverable final sum payable upon submission and acceptance of the final report and action plan.    
6.0.2 Payment Schedule 
· 1st payment -  upon presentation and acceptance of Inception report
· 2nd payment – upon acceptance of validated Deliverables 2 & 3
· 3rd payment – upon submission of the Final consolidated package and all editable sources files.
7.0 Evaluation and Selection 
The procurement modality will be least cost where the lowest financial proposal[footnoteRef:1] with the highest technical score will garner the highest point. The technical proposal is evaluated based on its responsiveness to the Terms of Reference (TOR) as per the evaluation criteria below.  Minimum Qualification: Any CV’s getting below 50% in each of the criterion will not be eligible for short-listing. [1: With consideration to the costs of travel.] 




	Summary of technical proposal evaluation sections 
	Points obtainable 

	1. 
	Proposer’s qualification, capacity and experience 
	300 

	2. 
	Proposed methodology, approach and implementation plan 
	400 

	3. 
	Management structure and key personnel 
	300 

	 
	Total 
	1000 




	Section 1. Proposer’s qualification, capacity and experience 
	Points 
obtainable 

	1.1 
	 Relevant organisational experience in records and information management – Demonstrated experience undertaking records management assessments, records governance programmes, records inventories, classification, retention/disposition, appraisal, digitisation and records risk assessments, preferably for public sector, justice-sector or similarly regulated institutions.
	70 

	1.2 
	Experience in electronic records management and EDRMS assignments – Demonstrated experience in EDRMS/EDRM planning, requirements analysis, development of Statements of User Requirements, functional specifications, workflow automation, metadata, taxonomy, audit trails, migration/digitisation, reporting and system integration/interoperability.
	80 

	1.3
	Experience in records governance, policy and procedural development – Demonstrated experience developing records management policies, retention and disposal schedules, electronic records standards, metadata/naming standards, access and confidentiality frameworks, digital records governance and business continuity/disaster recovery procedures.
	50

	1.4 
	 Experience in business process analysis/re-engineering and information workflow design – Demonstrated experience analysing business processes, records flows, information workflows and organisational requirements and translating these into improved processes and system requirements.
	50

	1.5
	Experience in capacity development and change management – Demonstrated experience conducting training needs assessments, developing training materials/user guides, delivering training and awareness programmes, and supporting institutional change and adoption of new records/information management practices.
	50

	Total Section 1 
	300 



	
	
	

	
	







	

	
	
	

	
	
	

	Section 2. Proposed methodology approach and implementation plan 
	Points 
obtainable 

	2.1 
	Understanding of the assignment and LAB context – Demonstrates a clear understanding of LAB's records and information management environment, operational context, fragmented paper/electronic systems, compliance requirements, information risks and the objective of preparing LAB for future EDRMS implementation.

	70 

	2.2 
	Inception, diagnostic assessment and records management gap analysis – Quality of proposed approach to reviewing existing policies, procedures and systems; assessing Head Office and service centres; mapping records creation/storage/retrieval/retention/disposal; identifying risks and gaps; and assessing disaster recovery/business continuity arrangements.

	50

	2.3 
	Records and Information Management Programme and Governance Framework – Quality and completeness of the proposed approach to classification, retention/disposition, appraisal, vital records, digitisation/conversion, security/access, metadata, taxonomy, records ownership, accountability and governance arrangements.
.
	30 

	2.4
	 Policy, standards and SOP development approach – Proposed approach to developing/updating the Records Management Policy, Retention and Disposal Policy, electronic records standards and procedures, metadata/naming standards, access/confidentiality framework, Digital Records Governance Framework and Business Continuity/Disaster Recovery Procedures.

	50

	2.5
	EDRMS Statement of User Requirements (SOUR) and functional specifications – Quality and comprehensiveness of the proposed approach to developing a procurement-ready SOUR covering business, records management, user, workflow, metadata, classification, retention, security/access, integration/interoperability, migration/digitisation, reporting/analytics, dashboards, audit trails, testing/acceptance, implementation and support requirements.

	50

	2.6
	Implementation, transition and institutionalisation approach – Practicality of the proposed approach to rolling out records management procedures, establishing controls, providing configuration recommendations, improving file/document organisation and supporting adoption of the records management framework.

	50

	2.7
	Demonstrates realistic timelines, risk mitigation measures, quality assurance processes, and clear deliverables. Work plan, sequencing, quality assurance, stakeholder engagement and risk management – Realism of the 12-month implementation schedule; alignment with the seven deliverables; stakeholder consultation and validation arrangements; quality assurance; risk mitigation; and clarity of responsibilities and review/approval points.
	50

	2.8
	Capacity development, training and change management – Quality of the proposed training needs analysis, training materials, user guides, management/staff training, awareness activities and change management and communication approach.
Quality assurance, reporting capacity and delivery realism. Quality of proposed delivery arrangements, report writing capacity, and realism of the proposed approach
	50 

	Total Section 2 
	400 

	
	
	

	
	
	

	
	








	


	Section 3. Management Structure and Key Personnel 
	 
	Points 
obtainable 

	3.1 
	Composition and structure of the team proposed. Are the proposed roles of the management and the team of key personnel suitable for the provision of the necessary services? 
	 
	YES/NO

	3.2 
	The proposed team should comprise a lean, integrated multidisciplinary team with the expertise necessary to deliver the assignment. The proposal should clearly demonstrate the roles, responsibilities, reporting lines, level of effort and availability of each proposed expert. The core team should collectively cover, at minimum, the following areas: (i) Records and Information Governance; (ii) EDRMS/Business Analysis; (iii) Information Systems/Integration; (iv) Information Security/Data Protection; and (v) Change Management/Capacity Development. One expert may cover more than one area where the qualifications and experience clearly demonstrate the required competence.
In line with UNDP's commitments to gender equality, diversity and inclusion, consideration will be given to teams that demonstrate appropriate gender balance and meaningful representation of persons with disabilities, while ensuring that all proposed personnel meet the required qualifications and competencies.

Scoring considerations: appropriateness of team structure; complementarity of expertise; clarity of roles and responsibilities; adequacy of level of effort; availability of key personnel; integration and coordination arrangements; and gender, diversity and inclusion considerations.

3.2.1 Team Leader / Records and Information Governance 
a) Academic qualifications – Advanced degree (Master's or equivalent) in Records/Archives Management, Information Management, Information Systems, Library and Information Science, Public Administration or related field.
b) General professional experience – Relevant professional experience, with a minimum of 10 years as required by the TOR. Greater depth of progressively responsible experience in records and information management will be considered.
c) Institutional records-management assessments – Demonstrated experience conducting institutional records-management audits, assessments, diagnostic reviews, records inventories, gap analyses and/or risk assessments.
d) Records governance and programme development – Demonstrated experience developing records governance frameworks, classification schemes, retention and disposition schedules, appraisal arrangements, records-management programmes and related governance/accountability mechanisms.
e) EDRMS requirements and functional specifications – Demonstrated experience leading or managing EDRMS requirements assignments, including development of Statements of User Requirements and/or functional specifications.
f) Public-sector/justice-sector and regional experience – Experience working with public-sector, justice-sector or similarly regulated institutions, preferably in Botswana or Southern Africa.
g) Leadership, analytical and communication skills – Demonstrated ability to lead multidisciplinary teams, facilitate stakeholder consultations, produce high-quality technical reports and communicate complex records/information governance issues to management and users.

  3.2.2 EDRMS / Business Analysis Specialist

a) Academic/professional qualifications – Relevant degree or professional qualification in Information Systems, Business Analysis, Computer Science, Information Management, ICT or related field.
b) General professional experience – Relevant experience in EDRMS, business analysis, information systems or digital transformation.
c) EDRMS requirements analysis – Demonstrated experience analysing business and user requirements and translating them into functional and non-functional requirements and procurement-ready specifications.
d) Business process re-engineering and workflow design – Demonstrated experience in process mapping, business process re-engineering, workflow design, requirements validation and systems implementation.
e) Document and records management platforms – Demonstrated experience with EDRMS, document management or records management platforms and their application in institutional environments.
f) Relevant implementation experience – Experience supporting system implementation, testing, user acceptance.


3.2.3 Information Systems / Integration Specialist

a) Academic/professional qualifications – Relevant qualification in Information Systems, Computer Science, ICT, Software Engineering or related field.
b) Microsoft 365 / SharePoint or equivalent – Demonstrated practical experience with Microsoft 365, SharePoint or equivalent document/information management environments.
c) Systems integration and interoperability – Demonstrated experience integrating EDRMS/document-management platforms with case-management and other institutional systems.
d) Data migration and system architecture – Experience in data/document migration, interoperability, information architecture and system architecture.
e) Relevant public-sector/institutional experience – Demonstrated experience implementing or supporting information systems in complex institutional environments.

3.2.4. Information Security / Data Protection Specialist

a) Relevant qualifications and professional experience – Qualifications and experience in information security, data protection, privacy, information governance or related fields.
b) Information security and access controls – Demonstrated experience in information classification, access controls, confidentiality, information security controls and management of sensitive records.
c) Data protection and legal/public-sector confidentiality – Demonstrated knowledge and experience applying data protection, privacy and confidentiality requirements, particularly in public-sector or legal/justice-sector environments.

3.2.5 Change Management and Capacity Development Specialist

a) Relevant qualifications and experience – Qualifications and demonstrated experience in organisational change, capacity development, training or digital transformation.
b) Change management and user adoption – Experience developing and implementing change management, communication, awareness and user-adoption strategies for organisational or digital transformation initiatives.
c) Training needs assessment and materials – Experience conducting training needs assessments and developing training programmes, training materials, user guides and awareness materials.
d) Training delivery and institutional capacity building – Demonstrated experience delivering training/workshops and supporting institutionalisation of new systems, policies or processes.

3.2.5 Optional – Criminal Justice Classification Specialist
Applicable only where the bidder retains the ICCS/crime classification component as a substantive part of its proposed approach. Demonstrated expertise in crime/offence classification, ICCS or equivalent classification systems, coding frameworks, criminal justice information systems and application of classification standards to institutional data.
	 
	60 

	3.2 a 
	Team Leader 
	 
	80 

	 
	· General experience 
	10 
	 

	 
	· Specific experience relevant to the assignment 
	40 
	 

	 
	· Regional / international experience 
	20 
	 

	 
	· Language qualifications 
	10 
	 

	3.2 b 
	Experts Required (ALL) – 40 points each
	 
	160 

	 
	· General experience 
	YES/NO 
	 

	 
	· Specific experience relevant to the assignment 
	40 
	 

	 
	· Language qualifications 
	YES/NO
	 

	Total Section 3 
	 
	300 
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