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CONSULTANCY SERVICES FOR INSTITUTIONAL ASSESSMENT OF CDEMA COORDINATING UNIT 

1. BACKGROUND

1.01	CDEMA is the regional inter-governmental agency responsible for the coordination of disaster risk management (DRM) in the Caribbean Community (CARICOM).  The agency was established in 1991 as the Caribbean Disaster Emergency Response Agency (CDERA) and in 2009, it transitioned to CDEMA to fully adopt and operationalise the principles and practices of Comprehensive Disaster Management (CDM)[footnoteRef:1]. CDEMA’s membership comprises twenty (20) Participating States (PS): Anguilla, Antigua and Barbuda, Cayman Islands, The Commonwealth of the Bahamas, Barbados, Belize, The Commonwealth of Dominica, Grenada, The Republic of Guyana, Haiti, Jamaica, Montserrat, St. Kitts and Nevis, Saint Lucia, St. Maarten, St. Vincent & the Grenadines, Suriname, The Republic of Trinidad and Tobago, Turks and Caicos Islands, and the Virgin Islands. Except for Sint Maarten, 19 of these PS are Borrowing Member Countries of the Caribbean Development Bank (CDB). CDEMA operates through a three-tiered governance structure[footnoteRef:2] with the Coordinating Unit (CU), being the administrative and implementing arm.  With approximately 45 employees on permanent and temporary appointments, the CU is considered to be severely under-resourced relative to the scope and scale of its current mandate.  [1:  	CDM is an integrated and proactive approach to managing all hazards through all phases of the disaster management cycle: prevention and mitigation, preparedness, response, recovery and rehabilitation.  CDM seeks to reduce the risk and loss associated with natural and technological hazards and the effects of climate change.
]  [2:  This consists of the Council (of Ministers), the Technical Advisory Committee (TAC) and the Coordinating Unit (CU).] 


1.02	Following the 2009 transition, CDEMA’s organisational structure did not immediately adjust to reflect its expanded mandate.  CDEMA subsequently underwent two organisational restructuring assessments, in 2011 and 2014, to identify and implement the appropriate organisation structure. The 2011 review identified structural and capacity gaps and recommended new organisational models; while the 2014 review focused on salaries, redesigned functions and the establishment of minimum core positions, with later additions approved in 2021 and 2022. Overall, both studies recommended a strengthening of technical capacities and a phased expansion of the CU. However, the recommendations were never fully implemented largely due to fiscal constraints, consequently leading to reliance on external donor assistance to ensure in-house functionality as well as funding for humanitarian action. 

1.3 Over the last decade, the agency’s operational environment has changed significantly to further undermine the organisation’s ability to effectively meet its mandate in two ways: (i) the rising frequency and complexity of hazards driven by climate change, and (ii) the agency’s heavy dependence on external donor assistance to sustain critical functions. Together, these factors have placed mounting pressure on CDEMA’s systems, structure, and staff, highlighting the urgency of strengthening internal capacity and building greater institutional resilience.

1.4 More specifically, hazard complexity and frequency have increased due to climate change, with activations of the Regional Response Mechanism (RRM) rising from 2 (2000–2009) to 9 (2010–2019) and 9 (2020–2025). The hazard triggers for activation have been diverse, including hurricane, earthquake, volcanic eruption and public health emergencies such as COVID-19. 84% of activations have been hydrometeorological. Recognising these evolving risks, CARICOM Heads of Government endorsed a stronger focus on Recovery in 2018, which led to the establishment of the Caribbean Resilient Recovery Facility in 2021. Due to climate change the Caribbean region anticipates more climate events and impacts, more catastrophic in nature, affecting more persons and increases in loss and damage. Relief coordination, multi country logistics management, and humanitarian supply chain operations have become essential pillars of effective response. At present, these specialised logistics and supply chain functions are delivered through external support, as they are not embedded within the CDEMA CU’s organisational structure. Similarly, other core technical competencies such as emergency telecommunications, Geographical Information Systems and recovery do not currently exist on the organisational structure. The latter is critical to advancing the operationalisation of the Caribbean Resilient Recovery Facility.  Further, due to inadequate staffing, CDEMA personnel are required to perform dual roles, switching from routine duties to focus on response and recovery, this dual-role model however is unsustainable.

1.5 CDEMA’s dependence on external donor assistance makes it extremely vulnerable to external socio-political shocks. At a time when global demand for humanitarian action due to hazard impacts and conflict is increasing, recent geopolitical shifts have disrupted traditional humanitarian support streams. These realities underscore the urgency for diversified funding and improved internal resilience. CDEMA is now forming alliances with new donors with a view of diversifying its funding sources, complementing the core contributions from Participating States, and forging partnerships with non-traditional partners to assist in the funding of our programmes and staffing needs.

1.6 In mid-2022, CDEMA received financial support from Global Affairs Canada (GAC), through the World Bank, for a consultancy to recommend a business model, strategy and plan of action for stable and sustained financing of the agency.  Their report confirmed that (a) CDEMA is not adequately resourced (financially and human resources) to fully address its current mandate or to meet growing regional CDM needs reflective of the complex multi-hazard environment and the expected increased impacts of climate change and (b) insufficient CDEMA human resource capacity was the main constraint on deployment of donor funds citing, with too few people taking on too many roles. 

1.7 The report recommended; (a) Establishing a Multi-Source Trust Fund (MSTF) with a possible endowment component (a new funding model); (b) Reviewing and redefining the organisational structure considering the staffing levels and capabilities required to support the new financial model; and (c) Designing and implementing a five-year strategic plan.

1.8 In response, CDEMA has requested assistance from its longstanding partners and donors, including CDB, the European Union (EU) and the World Bank, to help operationalise these recommendations.  It was agreed that through funding from the EU, World Bank will spearhead the consultancy to review the funding options and set up the MSTF, while CDB will support a consultancy to review and restructure the organisation under the new funding model to fulfil its CDM mandate.  CDEMA will be responsible for the creation of the Strategic Plan.

2.	OBJECTIVE 

2.01 The objective of the consultancy will be to provide a set of firm recommendations to address the issues of staffing and functional organisational structure at CDEMA as well as a fully costed and funded business plan to inform the design of the anticipated MSTF and other funding sources. 

2.02 The consultant will work directly with CDEMA.  In addition, there will be collaboration with CDB and the EU where applicable and the Human Resource Subcommittee of CDEMA’s Management Committee of Council, and the MSTF working group (which includes the EU and other key partners and stakeholders). 

3.	SCOPE OF SERVICE

3.01	The consultant shall undertake activities reasonably required to achieve the stated objectives of the consultancy, as agreed with CDEMA. The main activities are described below:

(a) Building on the assessments and findings of previous reviews and relevant literature (see Schedule A), including the most recent Business Model, Strategy and Plan of Action, (CDEMA, 2022), conduct an organisational diagnostic of the CDEMA Coordinating Unit designed to examine the Agency’s structures, strategies, staffing, Information and Communication Technology (ICT) systems, ICT Governance mechanisms, digital infrastructure, enterprise risk management and core shared values. In addition, a Strengths, Weaknesses, Opportunities and Threats (SWOT) analysis as well as a skills gap analysis - including ICT and digital competency gaps - for workforce planning and development, to ascertain the skills required to meet current and or future Agency demands.  All the aforementioned should be undertaken to establish the true state of the Agency.

(b) Analyse gender-responsiveness of current practices, as part of organisational diagnostic, with regard to recruitment, retention, performance management, promotions, talent identification, succession planning, training and development, resignations, remunerations, sexual harassment, occupational health and safety, and family-friendly practices[footnoteRef:3].  [3:  Measures to increase family friendly practices include flexi-time and flexi-place arrangements, part time work, on-site childcare, differentiated leave system.] 


(c) List the structural requirements needed to allow the CU to transition from routine tasks to deliver response through the Regional Response Mechanism without impeding progress on other activities too significantly. This should include ICT and emergency communication requirements, digital workflow adjustments, and any needed enhancements to information systems and governance frameworks that support emergency activation as a complement to recommended organisational restructuring changes.

(d) Undertake a rapid digital‑transformation assessment of the CDEMA Coordinating Unit and the Regional Response Mechanism, mapping end‑to‑end workflows and identifying cost‑effective, cloud/AI‑enabled (where appropriate) solutions to streamline logistics, information management, emergency communications/alerting and recovery operations, and to strengthen non‑emergency mandates—risk data and analytics, DRR policy/culture, PS preparedness/readiness, and routine programme management/reporting as a complement to recommended organisational restructuring changes. Provide concise compendium of case examples for each functional area (logistics, risk mitigation/DRR, response, recovery, information services 

(e) Recommend an organisational structure to effectively deliver the mandate of the Agency as outlined in the 2009 Articles in the Agreement Establishing CDEMA as well as the additional mandate for Recovery through the Caribbean Resilient Recovery Facility and Regional Logistics Hub. Define the scope of the restructuring including departments and functions which may be impacted; the new organisational chart reflecting the proposed new structure including departments, reporting lines and roles; span of control/managerial span; a new scalar schedule and associated benefits including pension plan. 

(f) Create a comprehensive strategy document which outlines the type of roles required and the workforce needed to equip CDEMA for the future, as well as actions to be taken to close the gap between current and required skills.

(g) Using data gathered in (a) and (b), develop a Gender Policy and Operational Strategy (GPOS) for Human Resource Management in CDEMA, which should include a roadmap for implementation with clearly identified actions, a timetable to implement those actions, an accountability framework, and a Results and Monitoring Framework for the Policy.

(h) [bookmark: _Int_Cd4QUgMo][bookmark: _Int_mHKj7Q0A]Indicate anticipated restructuring cost and operational cost associated with the organisational restructuring at the time of implementation to inform the CDEMA Multi-Source Trust Fund Design. This includes costs related to ICT system upgrades, digital transformation actions and software procurement. In this sense, close collaboration, facilitated by CDEMA, with the World Bank and the EU will be required as both consultancies will run in parallel.

(i) Recommend an implementation strategy and calendar for the new structure to guide the steps and processes for putting the restructuring plan into action.

(j) Recommend a change management strategy for the new structure to guide the employees and key stakeholders through the transition.

(k) Recommend a Communication Strategy to communicate the restructuring efforts to our employees, Participating States and key stakeholders.


4.	REPORTING REQUIREMENTS/DELIVERABLES

1.1 All reports shall be submitted in digital format to CDEMA. 

1.2 The Consultant shall commence fieldwork within two weeks of the effective date of the contract and shall submit the following reports to CDEMA within the time periods indicated. CDEMA will share these reports with CDB and the EU for review:
	
(a) Inception Report: within three (3) weeks of commencing the assignment the consultants are required to submit the Inception Report which should include: 

(i) The proposed methodology; 
(ii) The expected deliverables;
(iii) Work implementation plan, inclusive of the data collection instruments to be utilised during the consultancy; 
(iv) Assumptions and risks to be managed; and
(v) Draft report on gender-responsiveness of current practices.

(b) Interim Report: within fifteen weeks of commencing the assignment, provide an Interim Report providing a preliminary organisation design solution and digital transformation blueprint in line with section 3.01, including the following:

(i) An organisation diagnostic and workflow assessment of the CU and RRM;
(ii) A Review Report on Job Evaluation and Classification and determine relevance;
(iii) A review of Job descriptions to identify job profiles, roles and responsibilities;
(iv) Stakeholder consultations with members of the CDEMA system, including Participating States, and key partners on challenges and opportunities;
(v) Initial findings, issues and proposed corrective actions;
(vi) Recommended option (s) for the new organisation structure with rationale;
(vii) Digital transformation assessment and interim deliverables covering (a) ICT/digital‑readiness baseline (incl. cybersecurity and data protection); (b) priority digital workflow redesign (logistics; information management/SitRep automation; open‑data; recovery tracking);(c) a costed, phased roadmap with light data architecture/governance; and (d) evidence & pilots: a brief compendium of relevant case examples for each of CDEMA’s functional areas and the demonstration of 1–2 prototype assets with an outline training/change plan.
(viii) Challenges to implementation and risk‑mitigation measures, including change‑management considerations. 
(ix) An implementation strategy & Plan for the new structure; (including restructuring and operational costs);
(x) Organisational risks associated with delayed restructuring and proposed contingencies;
(xi) PowerPoint presentations to CDEMA and relevant stakeholders; and
(xii) Draft Gender Policy and Operational Strategy for Human Resource Management with an implementation roadmap and monitoring framework.

(c) Draft Final Report: within twenty weeks of commencing the assignment, the consultant is required to submit the draft Final Report, including the GPOS, incorporating feedback from the HRSC on the Interim Report.  The Consultant will be required to prepare and present via PowerPoint or any other similar mode, to the CDEMA and other relevant stakeholders including the EU and CDB.
 
(d) Final Report: within twenty-four weeks after commencement of the assignment, the consultant will be required to submit the Final Report which should incorporate feedback from the CDEMA.

1.3 Each report should initially be submitted in draft format and revised to final version following the receipt of comments from CDEMA. The consultant will revise the draft reports within 2 weeks of receipt and in accordance with the comments received. Final reports should be submitted in hard copy and electronic version using Microsoft Word.

5.	IMPLEMENTATION ARRANGEMENTS

5.1 The project is being implemented through CDEMA and supervised by CDB, with funding from the European Union. CDEMA will appoint a Project Coordinator (PC). The PC will facilitate the work of the consultant firm and make available all studies, reports and data relevant during the assignment and to the completion of the exercise.

5.2 CDEMA will provide office accommodation and support services (e.g. printing) for the Consultant(s) while based in Barbados. All transportation costs should be included in the proposal prepared by the Consultant.  The Consultant is required to provide his/her own computer for the conduct of the services.

6.	QUALIFICATIONS AND EXPERIENCE

1.1 It is the consultant’s responsibility to ensure that their team has an appropriate mix of key and non-key experts required to satisfy the full requirements of the terms of reference (TOR). Specific experience in disaster management and similar projects within the Caribbean will be an asset. As a guide only, it is considered that the consulting team should include the following key experts from which a team leader (the candidate must have performed the function of team leader on at least two similar projects within the past five years) shall be selected.  Curriculum vitae should be provided for all key experts proposed:  

(a) Key Expert 1: Project Team Leader/Human Resources and Organisational Design Specialist should have at least 15 years’ experience of senior level experience in Human Resources Management of culturally diverse international organisations, and  must have performed the function of team leader on at least two similar projects within the past five years. Should hold an advanced Degree (e.g., Master’s or PhD) in Organisational Management, Human Resources, Business Management, Change management or a related field.  A Human Resource professional certification (for example CHRP, SHRM) would be an asset. A minimum of 10 years’ experience in providing job evaluation and classification and compensation and benefits and consulting services. Previous expertise and skills in Prosci Change Management, leadership development, and organisational development in a multicultural/global institution is mandatory. Previous international organisational experience and expertise in HR policies formulation with direct relevant experience in Change Management and performance management.

(b) Key Expert 2: Disaster Risk Management Specialist should hold a Master’s Degree in Disaster Risk Management, Emergency Management, Geography, Environmental Science, International Development, or a closely related field. Minimum of seven (7) years of professional experience in disaster risk management, emergency management, or related fields within Caribbean and international contexts. Demonstrated expertise in policy development, operational protocols, strategic planning, working across diverse hazard contexts and applying international best practices in mitigation, emergency preparedness, response and recovery. Strong analytical and coordination skills, with experience leading technical teams and managing complex, multi-country projects. Practical familiarity with modern technologies, tools, and systems for disaster preparedness and response. Ability to introduce innovative and scalable solutions to enhance DRM effectiveness. Knowledge of humanitarian supply chain logistics and emergency telecommunications is highly desirable.

(c) Key Expert 3:  Information and Communication Technology (ICT) Specialist should hold an advanced degree (e.g., Master’s or PhD) in Technology Management, Information Systems, Computer Science or a closely related field which is preferred. An equivalent combination of relevant academic qualifications, professional certifications, and experience will be considered. Minimum of eight (8) years of leading the successful implementation of ICT modernisation and digital transformation initiatives, including cloud‑first migrations (e.g., Azure/AWS), low‑/no‑code automation (e.g., Microsoft 365/Power Platform), systems integration/APIs, and data/analytics solutions. Demonstrated delivery of at least two organisation‑scale transformations from assessment through implementation planning or pilot deployment. Experience working with disaster management, emergency operations centers, early-warning systems, or other mission‑critical ICT systems is highly desirable. Demonstrated experience implementing recognised ICT Governance frameworks (e.g. COBIT). Familiarity with technologies, tools, and systems for disaster preparedness and response.

(d) Key Expert 4: Compensations and Benefits Specialist is responsible for designing, implementing, and managing the agencies compensation and benefits programs to attract, retain, and motivate employees.  Should hold a degree in Human Resources, Business Administration, or a related field and at least 15 years’ experience in human resources, specifically with compensation and benefits administration. A deep understanding of employment laws related to compensation and benefits is critical.  Knowledge of labour laws in the Caribbean would be an asset. Should have proven experience in performing complex data and cost analyses to evaluate policies and interpret contracts. Practical knowledge of HR information systems (HRIS), compensation software, and spreadsheet applications like Microsoft Excel for data analysis and reporting is also required.

(e) Key Expert 5: Change Management Specialist should hold a minimum of a Bachelor’s degree in Organisational Development, Business Administration, Human Resources Management, or a related field. PROSCI Change Management Certification (preferred).  Should have at least 5 years of progressive experience in change management, organisational development, or related fields. Hands-on experience with organisational restructuring projects, including workforce transition planning, communication strategies, and stakeholder engagement. Proven ability to partner with senior leaders and cross-functional teams to drive adoption of new structures, processes, and technologies. Experience in developing and executing change management strategies, including communication plans, training programs, and resistance management initiatives. Strong track record of facilitating workshops, focus groups, and stakeholder consultations to gather input and drive buy-in. Strong familiarity with organisational culture assessments and employee engagement strategies during times of change. Experience using metrics and feedback to evaluate change effectiveness and adjust approaches.

(f) Key Expert 6: Gender Specialist should possess a Master's degree in Gender Studies, Human Resource Management and Change Management, or other related fields. At minimum seven (7) years' experience in the areas relevant to the scope of the services: gender-sensitive human resources development, change management, institutional development, and monitoring and evaluation at national, regional, or international levels. Excellent communication skills, spoken and written, in English.

(g) Non-Key Expert: Pensions Specialist should hold a Bachelor's degree in Human Resources, Finance, Business Administration, or a related field. Should have at least 5 years of experience in retirement benefits administration or related field.  Certified Employee Benefits Specialist (CEBS), Retirement Plans Associate (RPA), or other relevant certifications preferred. In-depth knowledge of retirement plan regulations and compliance requirements. Experience working with retirement plan vendors, recordkeepers, and investment managers. Strong understanding of investment options, asset allocation, and retirement planning strategies. Familiarity with systems related to retirement plan contributions. Excellent written and verbal communication skills.

7. DURATION OF PROPOSED ASSIGNMENT

7.01	The Consultancy will be for a maximum period of six (6) months, for completion and presentation of the Report to CDEMA.



Schedule A
Literature review

· Agreement Establishing CDEMA 
· Strategic Plan 2022-2027 
· CDM Strategy 2014-2030
· Relevant decisions of the Council of Ministers of CDEMA
· Previous consultancies on organisational restructuring, including Report of the Consultancy to Develop a Business Model, Strategy and Plan of Action for the Stable and Sustained Financing of the Caribbean Disaster Emergency Management Agency (2022)

· current compensation structure and job descriptions/job specifications as well as current job evaluation/classification tools

· current or comparative salary surveys and compensation and benefits tools utilised across other regional organisations 

