
 
 

 

Terms of Reference: 

Consultant to develop guidance on recommended workforce ratios, and a costing tool, 

for the Social Service Workforce 

Global Social Service Workforce Alliance Program Cooperation Agreement with UNICEF, 2020 – 2022. 

 

A. Background  

 
The Global Social Service Workforce Alliance (hereafter referred to as ‘the Alliance’) works towards a world in 
which a well-planned, developed and supported social service workforce (SSW) engages people, structures and 
organizations to strengthen and build individual, child, family and community well-being and resilience.  
The Alliance’s mission is to promote and strengthen the social service workforce to provide services when and 
where they are most needed, alleviate poverty, challenge and reduce discrimination, promote social justice 
and human rights, and prevent and respond to violence and family separation. To achieve this goal, the 
Alliance works to build and channel the political will, actions, resources, and structures necessary for a social 
service workforce that is knowledgeable, capable, critically reflective, resilient and committed. 
 
The Alliance takes a multifaceted approach to workforce strengthening, including strategies for planning, 
developing and supporting the workforce, in line with other system strengthening initiatives. In this, its key 
roles are to: 
 

• Serve as a convener for an inclusive, representative network of stakeholders including government 
organizations, civil society organizations, academic institutions, donor groups, professional 
associations and community practitioners to create a forum for discourse and collective learning. 

• Generate knowledge and build the evidence base for effective SSW strengthening by developing and 
sharing  research, resources, tools, models and best practices. 

• Build capacity of humanitarian and development actors to implement strategies to strengthen the 
social service workforce. 

• Promote effective advocacy and stimulate an active network of workforce strengthening advocates 
through information sharing, collaboration, and networking.  

 
Workforce mapping and assessments in many countries carried out in 2017- 2019 indicate that, in most 
countries, there is a severe dearth of social service workers.  It is vital to advocate with national governments 
to increase investments in qualified and trained social service workers to deliver quality social services.   
 
In order to provide evidence for the investment case for strengthening the SSW, the Alliance is now developing 
a range of technical notes, as part of its current Program Cooperation Agreement (PCA) with UNICEF HQ (Nov 
2020 – Jun 2022). These technical notes will take the form of briefing papers, and will include a global guidance 
on minimum recommended ratios of social service workers per populations they serve, a tool for costing for 
workforce, and the role of the SSW in social protection and in schools. The Alliance will also develop an 
advocacy brief on the essential role of the SSW with a focus on strengthening child protection systems and 
addressing youth unemployment 

http://www.socialserviceworkforce.org/


Advocacy to improve investments in the workforce is often hampered by the absence of a recommended 
target ratio of social service workers per child population, and by lack of clear tools or an approach to costing 
the investment and recurring expenditure required to build and sustain the workforce and the essential 
services it provides.  
 
A group from UNICEF and the Alliance has already developed a draft Guidance Note on the key considerations 
for Developing a Ratio of Social Service Workers to Child Population as part of an overarching Toolkit on 
Strengthening the Social Service Workforce. This Toolkit is intended to guide the implementation of strategies 
outlined in the Guidelines to Strengthen the Social Service Workforce for Child Protection. Workforce ratios, 
which can then feed into planning and budgeting, are a key element of the Results Matrix, which forms part of 
the toolkit. They are also referenced in the Guidance Note on Defining the Social Service Workforce.      
 
UNICEF and the Alliance have identified the need for research and broader consultation to inform a more 
detailed and context-sensitive articulation of the required steps: 

o to determine the current workforce ratio in a given country,  
o to set a suitable target ratio to reach through SSW strengthening efforts, and 
o to cost the initial investment and long-term recurring expenditure required to plan, develop and 

support the size of workforce that it has been determined is required. 
 

This will require engaging a diversity of viewpoints from the national, regional and global levels to ensure the 
tools and guidance for calculating target ratios and costs are informed by a wide range of expertise, and issues 
arising in different contexts. This should enable the tools and guidance to be clear, effective and realistic. This 
will increase the likelihood that they will be widely used. It will also allow room for further improvement in 
future, based on experience of applying them in different contexts. 

 
B. Purpose and tasks 

 
The Alliance is seeking to hire a suitably qualified and experienced consultant, pair of consultants or 
small team of consultants, to complete the following: 
 
On SSW ratios: 

o Carry out desk-based research and consultation on existing evidence, models and 
approaches in estimating minimal or optimal workforce ratios, to later inform the 
development of a guidance note. This will include identifying the factors that need to be 
considered, and process steps required, to develop a recommended ratio of SSW to 
population (or child population), in specific contexts. It will also include identifying where 
similar work has been carried out to define recommended ratios in related workforces, 
including health, education and justice.  

o Support Alliance staff in convening and facilitating a Global Experts’ Group1 on 
Recommended Ratios and Costing of the SSW, to first discuss and develop a common 
understanding of how to use global and national definitions of the social service workforce to 
identify the target ratio of social service workers to child population that would be needed to 

 
1 The purpose of the experts’ group will be to include the insights of a broad range of individuals from NGOs, government, UN agencies, 
donors, academic institutions, professional associations, and others who support the work of strengthening the social service 
workforce, or work on similar issues with the health workforce. Representatives of these different sectors and organisations will be 
invited to join a group of 15 – 20 people. Members will join on a voluntary basis and will be expected to commit to the full term of the 
project, including supporting the development of tools or guidance documents. They will be expected to: participate in 4 – 5 online 
meetings, share relevant background documents and reports, seek input and feedback from their national, regional or global 
professional networks, and provide feedback on any draft guidelines or discussion paper. 

http://www.socialserviceworkforce.org/toolkit
http://www.socialserviceworkforce.org/toolkit


meet a country’s social service needs. The group, with the support of the consultant, will 
discuss and input to guidance on how to identify target ratios at the country, regional or 
global levels.  The group will then proceed to consider requirements and steps to be included 
in a proposed costing tool. 

o Draft the outline of a global guidance note on minimum recommended ratios of social 
service workers per populations they serve, based on the discussions and conclusions of the 
experts group. Agree with the group issues that should be further explored and clarified in 
the guidance note through country-level consultations. 

o Conduct remote country-level consultations (key informant interviews) in select countries 
from varied regions to explore and test the viability and applicability of the draft guidance, 
and to elicit feedback for its development and improvement. 

o Present the findings of the country consultations to the experts’ group. 
o Building on the discussions of the group, develop, revise and finalise the guidance. 

 
On SSW costing: 

o Carry out desk-based research on existing reports and tools for costing of a national 
workforce, and the services it provides, in order to inform the development of a tool for 
national-level costing of the social service workforce. 

o Present and discuss the findings of the desk review with the experts’ group, and agree 
issues that need to be further explored in key informant interviews. 

o Conduct key informant interviews (KIIs) to further gather best practices on workforce costing 
and consult on development of the tool. 

o Identify key considerations & steps to undertake in a national workforce costing exercise 
and to develop investment targets (starting with identifying mandated social services, and 
using guidance on target ratios), to move from current costing to advocacy for future 
financing required. 

o Present and discuss with experts’ group, then develop a draft tool for costing the workforce 
and advocacy for future financing. 

o Circulate draft for expert feedback and input, then finalise. 
 

C. Issues and questions to address: 
 
Ratios: 
Key questions that the desk-based research, and then the group’s deliberations, will need to address 
on ratios include the following wider policy questions on the purpose and use of recommended 
ratios, questions which the consultant and expert groups will also further develop:   

• What are the benefits of having a national target ratio?  In countries that have developed 
target ratios, how have these been useful?   

• What are the challenges of developing ratios at the national level? 

• Should target ratios be developed in line with currently available budgets informed by a 
costing exercise, or should they be more aspirational, based on the assessment of the 
population’s needs and the optimal number and configuration of workforce to meet those 
needs? 

• Is the development of a global minimum recommended ratio of social service worker to child 

population feasible and/or desirable? 



• Can ratios be usefully compared across countries when there is variation in contextualized 
definitions and assessments2 of the workforce?   

The following methodological considerations will also need to be addressed: 

• Should the denominator used be total population or child population? 

• How can countries best identify a target ratio? Should the aim be to identify the overall ratio 
or, recognizing that the workforce is often layered and multi-functional, a set of ratios broken 
down by worker cadre, typology, or function, which would need to be based on an initial, in-
depth review of workloads at the different levels?  

• How can we better clarify the difference between ratios, caseloads and workload? How to 
work out what is a minimum or maximum caseload, given the variation between the type and 
complexity of cases and the different types of responsibility workers have for cases?  

 
These questions also will include specific contextual factors that will affect the number of workers 
per given population needed to effectively provide essential social services: 

• The various aspects of country contexts that may impact the number of workers required: 
o the extent and nature of issues children and families are coping with, such as violence, 

abuse and neglect, family separation, the levels of stigma related to disability or 
mental illness, the prevalence of trauma related to a crisis, conflict or natural disaster;  

o the population density and social and economic disparities;  
o social and cultural norms; 
o geographical contexts – rural or urban populations, distances to travel to reach people 

in need.  

• Specific workforce issues, including the complexity of cases, and the availability of resources 
and technology. 

• How to ensure that non-governmental and community-based para professional workers are 
adequately counted and reflected in the ratio? Data on these categories of workers is often 
challenging for countries to gather during workforce mapping exercises.  

 
Costing: 

• Approaches to identify and quantify the required inputs to deliver mandated essential 
services (taking into account population in need, and service coverage), including all 
workforce-related unit costs (covering recruitment, supervision, management, pre- and in-
service training, salary, insurance, tax, sickness absence, parental leave, annual leave and 
other benefits). 

• Methods to identify costs for investment in and recurring expenditure on the workforce. 

• How to use estimates of required workforce ratios, to calculate the additional investment and 
expenditure required to build up and sustain the workforce from current level to required 
level. 

 
 
 

 
2 The Alliance recommends that countries review the global definition of the social service workforce in order to develop their own 

contextualized, national definition of the workforce based on the unique structure and design of their social service and child 
protection system.  After a workforce mapping exercise based on this adapted definition, countries could proceed to identify their 
current ratio of workers to child population. Since national definitions vary, comparison of ratios across countries is challenging.   



D. Timeline and deliverables  

 
Task 
 

Deliverable Timeline 

Ratios 
 

1. Literature review of existing research or guidance on ratios for 
the SSW workforce, and other workforces. 

Literature review July 2021 

2. Input to discussions at 4 – 5 online meetings of the experts 
group. 

Meeting notes Aug – 
Nov ‘21 

3. Key informant interviews with 6 - 8 key experts (also invited to 

join the experts’ group). 

Interview reports Oct – 
Nov ‘21 

4. Development of outline of technical note, to be agreed upon 
with Alliance staff and experts’ group. 

Outline – present to experts’ group Nov ‘21 

5. Development of draft technical note, and presentation to the 
experts’ group for review. 

Draft Technical Note – present to 
experts’ group 

Dec ‘21 

6. Revise in line with Alliance staff and group feedback, and 
finalise the guidance. 

Final global guidance on minimum 
recommended ratios of social service 
workers per populations they serve 
 

Jan 2022 

 Costing 
 

1. Carry out a scoping of tools and reports on costing the SSW 
specifically, and of workforces relevant to the SSW (health, 
education)  

Scoping report Dec ‘21 – 
Jan ‘22 

2. Carry out key informant interviews with individuals involved in 
workforce costing to gather input on best practices  

Interview reports Jan – Feb 
‘22 

3. Identify key considerations and steps to undertake a national 
workforce costing exercise, starting with identifying mandated 
social services (from national child protection mapping reports 
/ national legislation) and social service gaps 
 

Present findings to experts’ group Mar ‘22 

4. Identify key considerations and steps to determine investment 
targets, using guidance on target ratios, to move from current 
costing to advocacy for future financing required. 
 

Present findings to experts’ group Apr ‘22 

5. Compile considerations and steps into a draft tool for costing 
the workforce and advocacy for future financing. Circulate 
draft for expert feedback and input. 

Draft tool for costing the social service 
workforce 

Apr – 
May ‘22 

6. Based on feedback, finalize the tool  
 

Final tool for costing the social service 
workforce 

May ‘22 

 
Note: These timelines may need to be reviewed if there are delays in convening or receiving feedback from the experts’ group. 



E. Travel 

 

This consultancy will require no travel nor receive any support for travel expenses, as interviews and any 
presentations will be online. 
 

F. Period of Performance – Compensation 

 

The consultancy is estimated to be completed in 32 – 38 working days, over 11 months of work during the 
period from July 1st, 2021, until May 30th, 2022.  

 
Performance Based Contract:  3 instalments - to be paid on satisfactory completion of two interim and on 
final set of deliverables – to be discussed and agreed. 

 

G. Consultant Qualifications  

 

This work could be carried out by a consultant, pair of consultants or small team, depending on capacity and 
availability, who together will be able to demonstrate skills in the following areas: 

• Master’s degree in social work, social science, social policy, public health, public finance or economics, 
or MBA / equivalent. 

• Knowledge of theories, models and approaches to planning, development and support, including 
costing, for the workforces of social and health services, or other related services (e.g. education, 
justice). 

• Knowledge and demonstrated experience in drafting of technical papers and briefing notes, and in 
qualitative research and literature reviews. 

• Knowledge and experience in national level workforce planning, budgeting and costing (essential), 
including for the social service or child protection workforce (desirable). 

• Fluency in English 

• Demonstrated ability to work independently, in liaison with and support for a group of experts, and to 
work within tight timeframes 

 

H. Team Contacts 

 

Responsible 

person 

Function  Email  

Hugh Salmon Director 
Global Social Service Workforce 
Alliance 
 

contact@socialserviceworkforce.org 

 

 
Interested applicants / teams should apply by midnight GMT on June 21st, 2021. Individual applicants may 
choose to be considered for one part of the assignment (i.e. ratios or costing), or for the whole assignment. 
 
Applications should be submitted to contact@socialserviceworkforce.org and must include a CV or resume, a 
cover letter outlining the applicant’s / team’s experience and skills in line with the requirements in these terms 
of reference, and a relevant sample of work, similar in nature to this consultancy.  
 
In the body of the email please confirm your proposed number of days for the key tasks in this assignment, 
your availability for these days, and your daily rate (in USD$) to undertake the scope of work outlined in these 
terms of reference. Applications submitted without proposed days and a daily rate will not be considered. 

mailto:contact@socialserviceworkforce.org
mailto:contact@socialserviceworkforce.org

