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1. Start with the Encashment Plan Template:
	No.
	District
	Township
	Village
	Total No. HHs 
	Financial Service Provider (FSP)
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TIPS…

· There are many different templates you can use for your encashment plan.  Use whichever one is the most appropriate for your context and adjust it to capture all the information you need.


	No.
	District
	Township
	Village
	Total No. HHs 
	Financial Service Provider (FSP)
	MONTH 1

	
	
	
	
	
	
	

	
	
	
	
	
	Name
	Address
	Capacity/Day
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	16
	17
	18
	19
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	21
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	23
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	25
	26
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	28
	29
	30
	31
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	Leyte
	Ormoc City
	Boroc
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	Leyte
	Ormoc City
	RM Tan
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	Ormoc City
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	Ormoc City
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	Leyte
	Ormoc City
	Quezon Jr.
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2. Develop Geographic Framework: 

TIPS…
· Use official administrative unit names.

· Determine administrative units down to the lowest possible operational level (i.e. village, neighborhood, etc.)

· You need to plan at the lowest possible operational level so you can bring the distribution as close to your beneficiaries as possible.  This is also helpful for mapping and coordination purposes.  It is also a best practice in distribution techniques.

· There may be some situations where the lowest operational level is informally named (i.e. neighborhoods within an urban area) or temporary (i.e. IDP camps).  In this case, it is OK to use informal names at the lowest operational level but they must be tied to the official administrative units one level up.

· For information sharing and aggregation purposes, it is best to use at least three administrative units in planning documents.

· Never skip administrative units (i.e. don’t put villages from different townships under the same district).

· Never refer to a larger administrative unit by its main town or particular areas within it.  It causes confusion, is not operationally accurate and is not best practice.  For example, Leyte Province in the Philippines has 43 municipalities, the majority of which were affected by a super typhoon in November 2013.  Tacloban is 1 of the 43 municipalities in Leyte Province.  It is also the largest urban area and one of the most affected areas in the province.  Often people would talk about “Tacloban” when what they really meant was the entire affected area of Leyte Province.  It caused confusion, was not clear when comparing numbers if it was for the municipality of Tacloban or if it was referring to the entire Leyte Province and it may have contributed to other affected municipalities being overlooked and underserved.  This should be avoided.  

· You can ask your local counterparts to outline the administrative units or you can find them online in most cases.  It is useful to cross-reference what you have with several national staff of volunteers to make sure it is correct.

· If P-Codes [footnoteRef:1]exist for the country of operation, add a column for P-Codes.  P-Codes allow for easy production of maps using your distribution data. [1:  P-codes are unique geographic (geo) identification codes, represented by combinations of letters and/or numbers to identify a specific location or feature on a map or within a database. For specific place, point, or positional locations, the geo-codes have come into common usages as P-codes (abbreviated for Place-code). These terms can be essentially interchange as long as one recognizes the focus on “position or place” for P-codes.  They are also used to provide unique reference codes to refer to settlements or administrative boundaries in other datasets. UN-OCHA] 



3. Add planned beneficiary numbers at the lowest operational level:

	No.
	District
	Township
	Village
	Total No. HHs 
	Financial Service Provider (FSP)
	MONTH 1

	
	
	
	
	
	
	

	
	
	
	
	
	Name
	Address
	Capacity/Day
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	16
	17
	18
	19
	20
	21
	22
	23
	24
	25
	26
	27
	28
	29
	30
	31

	1
	Leyte
	Ormoc City
	Boroc
	 300
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	2
	Leyte
	Ormoc City
	RM Tan
	 140
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	3
	Leyte
	Ormoc City
	Mageswe
	 144
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	4
	Leyte
	Ormoc City
	Bayog
	 99
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	Leyte
	Ormoc City
	Cabaon-an
	 600
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	Leyte
	Ormoc City
	Nueva Vista
	 900
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	Leyte
	Ormoc City
	Quezon Jr.
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	Leyte
	Ormoc City
	Mas-in
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	Leyte
	Ormoc City
	Billiboy
	 860
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	10
	Leyte
	Ormoc City
	Bagong
	 900
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	
	
	
	
	4761
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	



TIPS…

· Numbers are generally done at a household (HHs) level, not individual level (i.e. 10 HHs, not 50 people).  However, if it is appropriate to your program, you can do numbers at the individual level. Whichever you chose, make sure it is clear in the encashment plan and make sure you are consistent in how you refer to them throughout your planning documents and in coordination meetings.

· It is useful to have total population and/or total affected population at the lowest operational level as a cross-reference against how many households you are serving within that area.  This is useful to give you a quick reference of coverage of affected as well as to look for indications of fraud (i.e. having more households on your beneficiary list than the total number of affected households, etc.).  You can add this data to your encashment plan for easy reference or keep separate.  



4. Collect encashment point locations, which geographic areas they cover and their capacity per day from your Financial Service Provider:

[image: ]


TIPS…

· It is helpful to have the GPS coordinates of the encashment point locations. 


	No.
	District
	Township
	Village
	Total No. HHs 
	LBC EXPRESS
	MONTH 1

	
	
	
	
	
	
	

	
	
	
	
	
	Name
	Address
	Capacity/Day
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	16
	17
	18
	19
	20
	21
	22
	23
	24
	25
	26
	27
	28
	29
	30
	31

	1
	Leyte
	Ormoc City
	Boroc
	 300
	OMCO1

 


	 527-529 Rizal St. 
 
 
 
	400
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	Leyte
	Ormoc City
	RM Tan
	 140
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	Mageswe
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	5
	Leyte
	Ormoc City
	Cabaon-an
	 600
	OMCO2
 
	  Mejia Bldg. corner real & san joaquin 
	500
 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	6
	Leyte
	Ormoc City
	Nueva Vista
	 900
	
	
	
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	7
	Leyte
	Ormoc City
	Quezon Jr.
	 543
	OMCO5
 


	  GF-15A Ground floor Gaisano 
 
	500
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5. Add encashment point information to your encashment plan:

TIPS…

· The FSP may only have a list of encashment point addresses and capacity but not the geographic area that they cover.  You can easily find this out by discussing with the encashment point managers and local staff/volunteers.  Often it is not enough to just look at a map because local factors, like bus routes, may influence which communities have easy access to different encashment points.

· If the distance to encashment points is too far or too expensive, you can add a top off for transport to the cash grant.  If you do that, it may be easier to provide this additional support to all beneficiary households to avoid conflict.  Your local partners will be able to give you a good idea of what distance/cost is acceptable. 

· You can also organize and pay for busses to bring beneficiary households to your distribution site or your encashment point.  This can be a good solution if you have a few very remote villages that need extra assistance.  

· If the FSP has internal names they use to refer to the encashment point (often codes), it is useful to have that on your encashment plan so when you share the plan with the FSP, you have a common reference point.

· Often you will receive your initial encashment point capacity data from the FSP headquarters.  It is best practice to visit FSP regional managers as well as each encashment point to see for yourself and to discuss your plans at a more local level.  This will give you a more realistic idea of capacity as well as an opportunity to scope out the location for possible distribution sites.



6. Add calendar information to your encashment plan:

[image: ]

TIPS…

· Determine if weekends are working days or not, block out if not.

· Block out any holidays where either volunteers or beneficiaries will not be available.

· No matter how much you want volunteers/staff/encashment points to work on national holiday, they won’t.  

· Block any days where you know your encashment points are not open.

· Fix your preferred end date.




7. Determine your available resources (staff, volunteers, vehicles and available budget): 

	RESOURCES AVAILABLE

	Staff/Volunteers

	NS HQ Staff
	1

	NS Branch Staff
	5

	NS Branch Volunteers
	20

	Additional deployable NS staff/volunteers (other branches)
	5

	Cash programme manager
	1

	Potential Supervisors/Team Leaders within the above
	5 - 8

	Vehicles

	In-house cars
	0

	In-house van/trucks
	1

	Car Rentals (if needed)
	2

	Van Rentals (if needed)
	5

	Equipment

	Desktop Computers
	1

	Laptop Computers
	4

	Printers
	1

	Total Operational Budget Available

	Approximately 10K



TIPS…

· There is often a discrepancy between information you receive from HQ about how many staff/volunteers exist and what you learn at the local level.  Always double check with your branch counterparts for the most accurate information on available resources.

· Sometimes you can mobilize staff or volunteers from outside the affected area or from a different Red Cross/Crescent Branch if you need additional experienced support.

· You will most likely have to have a generic, very high-level budget at this stage.  Once you have planned out the encashment in detail, you will have a better idea of how many staff, vehicles, etc. you will need and your budget will be more accurate.


8. Think through all the components of your plan and what is involved (beneficiary communications, registration, distribution, encashment and monitoring):

[image: ]

TIPS…
· Remember that cash distributions often include some type of physical distribution (i.e. mobile banking may require the distribution of a SIM card, remittance requires the distribution of a transaction ID number, card based payments require the distribution of the card, etc.).  It may be possible to conduct the distribution at the encashment point immediately prior to encashment – but that is not always the case.  Make sure you have thought through all the process and have accounted for the time needed!

· There is not one “right” way to do any of the components in an encashment.   All contexts are different and the important part is to discuss thoroughly with your counterparts to decide what makes the most sense in your specific context.  

· This is an iterative process that may need to be adjusted a few times.

· Not everyone is good at data entry work!!!  Test people before selecting which staff will do the data entry.  There should be a supervisor for the data entry team checking quality and checking for fraud (changing names, adding friends/relatives, changing the payout amount, etc.).  

· Any fraud committed by anyone on the team at any point in the encashment process should result in immediate termination if it is within your jurisdiction or removal from all aspects of the operation if you do not have the ability to fire the person(s).  There are no secrets in the team – if someone is committing fraud, everyone knows about it and they are waiting to see if you will figure it out.  If you become aware of fraud, sending a clear unambiguous message that it is not acceptable will decrease the chances of it happening again.

· The more experience you have, the easier it is to think through the different components.  But talking it through in detail with your local counterparts and asking a lot of questions will help you to come up with a reasonable understanding of how to operate.

· Sometimes your NS counterparts will have processes or procedures that don’t make sense to you initially.  Do not try to eliminate those elements before understanding them.   These processes may make more sense when you know the culture or NS better.  Talk through them in detail with your counterparts and try to understand what purposes the processes/procedures might have.  Sometimes, this will be so obvious to your counterparts that they won’t understand your questions because they can’t imagine it not making sense to you or they may have trouble explaining it to you.  Be patient and persistent in your questioning until you understand!

· You should always plan to do a secondary distribution after finishing the main distribution.  There are two groups that should be included in this secondary distribution – those that are on the list and just missed their distribution day and those that are newly added to the list through the Complaint Response Mechanism (CRM).  Usually the secondary distribution should be a small percentage of your overall total HHs (ie around 5% or less).  

· For secondary distributions, it is OK to do one central distribution point and have beneficiaries come to you.  As it is usually a manageable amount of households, you can most likely distribute to all households in one or two days.  Be very clear in your Beneficiary Communication materials that this is the last distribution of the program – anyone who misses this distribution will not be able to receive their assistance.

· Secondary distributions may seem like a lot of work but it is worth it for several reasons including:

·  If you have a Complaint Response Mechanism (CRM), you must make sure that those that are approved receive their entitlement, otherwise it negates the whole process.

· Secondary distributions impact the community’s perception of your transparency and accountability.  There are usually no secrets at the community level.  If someone was eligible for your program but was not included, usually everyone knows.  If there is a transparent and fair way to include those households, this will improve the community’s overall satisfaction with the program.

· Secondary distributions can actually save time in the long run because you will not have to address ongoing complaints of households that were eligible but missed being on the beneficiary list and households that missed their distribution.  Those households are usually very persistent and vocal about their dissatisfaction.  You will have to deal with them one way or another (or the local branch will after you have left) and a secondary distribution to eligible beneficiaries will result in a positive experience for the beneficiaries, the branch and you.
9. Chose either geographic or function based teams:

[image: ]

TIPS…

· For function-based teams, you should still try and cross-train staff so they can learn the whole process.  

· Remember that for function-based teams, the first teams out (BenComs and Registration) finish their work before the distributions are done, so you can repurpose those team members when they have finished their assignments.

· Remember that for geographic-based teams, some smaller geographic areas may finish early and those teams can bulk up other teams when they are done.

· For both geographic and function based teams, it is best practice to have good segregation of duties.  This is especially important as it relates to the monitoring teams and teams collecting beneficiary feedback and complaints.  They need some autonomy and independence from the wider group to maintain objectivity and fairness.

10. Determine how much each team can cover per day:

[image: ]

TIPS…

· Talk to national staff and volunteers to understand how distributions are typically done – how many team members, role of each member, typical size of distributions, how many distribution sites in a day per team, how far the distances are between villages, etc.

· This should serve as the basis of your planning but look for way to stream line and improve the process if possible.

· Always ask what the general disposition of potential beneficiaries is towards distributions – are they calm/agitated?  Are there certain areas that may require extra resources? Are there any cultural factors that need to be considered (i.e. separate distributions for men/women, etc.), do some areas have different days/holidays that need to be factored in?

· Any areas that are potentially challenging to control or needing extra resources should be saved for last.  That way delays will not negatively affect other areas and once your teams are done in other areas you can put all your resources to the trouble spots.


11. Map out your encashment plan:

Mapping out the encashment plan is a team exercise involving you, your NS counterparts, finance/logistics and the financial service provider (FSP).  As you develop different scenarios, you will notice which components are taking too long and where you need more resources.   While you map out the encashment plan, you will be discussing with your partners along the way about how to make adjustments.  Sometimes one version of the plan is developed at HQ but when you go to the field you get more realistic information about resources, distances, capacity, etc. so you may need to do a more realistic version when you have field level verified information.  This is an iterative process.  When you see that your plan runs over the end date, you should stop, reassess where you can make improvements and redo the plan.  Depending on the scale of your operation, this may have to be done several times before you get it right.  It can be time consuming to go through the process but it will help you to identify bottlenecks and develop the most efficient and realistic plan possible. 

First Attempt – using function-based teams…

[image: ]

In this example, you can see that you have run out of time for the post distribution monitoring, secondary distribution or reconciliation before the deadline.  So you need to start over and think about how to better organize…










Second Attempt – using geographic-based teams…

[image: ]

In this version of your plan you have finished in time but there is little room for delays (and there are always delays).  And if you look at your available resources, you can see that you are using more staff than you have available.  

You can see that the main issues include:

· It is taking too long to do the data entry of beneficiary names and information.
· The process of preparing the cash transfer order, moving the names and money to the FSP and receiving the transaction IDs take 5 full business days.
· The daily encashment capacity of your FSP is too low which is slowing you down.
· Also due to the daily encashment capacity, you have to split some villages into two days which is not optimal.
· Waiting 1 ½ weeks to 2 weeks post encashment to do the post distribution monitoring is a long time to wait.
· You don’t have enough staff/volunteers to do what you need to do.

With these issues in mind, you discuss with your partners what you can do to improve your plan.  You find out…

· In emergency context, it would be acceptable for volunteers/staff to work on Saturdays and eventuall y Sunday/Bank holiday (but your FSP not)
· To improve data entry, you can support the purchase of 1 new computers and the branch can make two more computers available to the team.  
· By improving data entry, you can do two cash transfer orders instead of three.
· The finance team and the FSP can streamline their process to save one day (but it still must be business days).
· The FSP can import staff from other branches to increase capacity at each of the encashment points.
· It would be possible to do post distribution monitoring one week after the encashment.
· The branch can provide additional volunteers to meet your needs.


Third attempt…

[image: ]

TIPS…
· Depending on the skill of your team, you may want to start out slow (with low beneficiary numbers/day) and increase over time.

· It is very common to have to go through this process a few times before you can figure out how to make it all fit.

· Sometimes, if you have limited resources in terms of people/vehicles, the only thing you can realistically do is extend your timeframe.

· Your plan will look nice and sequential but the reality can be very different.  If you are stalled in one area, see if there are other areas you can make progress in instead of waiting.  You can do some things simultaneously.

· Write out your whole plan!  This is helpful so you think through all the factors and you don’t miss anything.

· When you begin implementation, you will see that some things take longer and some things are quicker than you anticipated.  This is normal and will improve as you gain more experience.  Be sure to adjust your plans to match the reality as you go along!

· Usually your field teams are the best source of ideas for how to improve your plan.  During the implementation phase, be sure to debrief with the field teams every day and see if they have ideas on how to improve your plans and processes.


12. Disseminate your encashment plan:
Remember, your encashment plans has both an operational and communication purpose.  It should be a shared working document with your financial service provider and finance/logistics team to keep all members updated and informed.  It should also be shared with the wider humanitarian community so you can coordinate with other actors working in your areas and other actors working in cash programming.  

13. Update encashment plan with Actuals as you go along and then again after the final reconciliation with the FSP:

[image: ]

TIPS…

· After each planned distribution is completed, you should compare your actual numbers with the actual numbers of the FSP.  Any discrepancies should be addressed immediately.  A distribution report should be prepared and the actual numbers entered into the encashment plan.  

· After the final distribution and the last day to encash, your financial service provider should send you a final report.  You should compare your final numbers to the FSP final numbers one last time and address any discrepancies immediately.  Once the final reconciliation is finished, you should update the numbers in your encashment plan for the final report.

· Often your contract with the FSP will include that they return any funds that were not collected by beneficiaries.  After your final reconciliation with the FSP, you can request the uncollected funds to be returned to the Red Cross.
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CAPACITY
CODE BRANCHES ADDRESS COVERAGE
HOUSEHOLDS/DAY

BBYO1 BAYBAY #9 A Bonifacio St. Baybay Leyte 100 PROGRESO, PUENTE BUNGLAS, PUNTA BURI

and Real Sts., Leyte

CcyPo1 CALBAYOG #241 Nijaga St. Brgy. Central CAWAYAN, DAYHAGAN, GUINTICGAN, TUPAZ
Calbayog Cit

CYPO2 CALBAYOG MAGSAYSAY Magsaysay Blvd., Brgy. Central BARRIDO, BATO BIASONG

BLVD Calbayog City, Western Samar

CTRO1 CATARMAN 320 C. P. Garcia St. Brgy. Narra, 100 BACOLOD, BALANTI-AN, BATUAN
Catarman, Northern Samar

CTRO2 ANNUNCIATION Annunciation Corner Roxas 100 CABALIC, ABACAS, ZUPARAZ
St.Catarman Northern Samar

NVLO1 NAVAL Cor. Sabenorio Real Sts. Naval Biliran TUMANDO, KUPAGO, SEPTANGA

omMCo1 ORMOC CITY 527-529 Rizal St. Ormoc City, Leyte “ BOROC, RM TAN, MAGESWE, BAYOG

OMC02 ORMOC CITY Mejia Bldg. corner real and san 500 CABAON-AN, NUEVA VISTA
joaquin sts. Ormoc Cit:
oMCo3 KANANGA E A Larrazabal St.Poblacion Kananga, BAGABAGABONG, TUPACONA
eyte
OMCO5 ORMOC CITY GF-15A GROUND FLOOR GAISANO 500 BILLIBOY, BAGONG, QUEZON JR., MAS-IN
ORMOC, ORMOC CITY
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REMITTANCE PAYMENTS (FSP = LBC)

Time Needed

Meetings with community leaders, community meeting, flyers distributed with hotline
number. Strong community leaders will continue to disseminate information throughout
the process.

Collect beneficiary lists from community leaders, conduct 5% monitoring of the lists.

All beneficiary lists need to be electronified for the FSP

Once the names are electronified, the cash transfer order needs to be prepared, the
names sent and funds transferred to FSP and receive transaction IDs back. It is better to
do the cash transfer orders in batches (i.e. several villages at once or one at the end)

Transaction ID numbers need to be distributed to the beneficiaries. This can be done at the
encashment points or nearby.

If encashment point does not have space for large distributions, then a nearby location can
be found. We can easily do 900 HHs or more at a single distribution site in one day.

The three areas attached to the different encashment points are far from each other, but
the villages within each area are close enough to organize one distribution point per
encashment area.

Areas generally calm so large teams not needed, except for Quezon Jr. which is known to
have problematic population.

Secondary distribution (for added or missed) should be 1 -2 days after the last village
encashes.

Beneficiaries can encash the same day they receive their transaction ID number.
Beneficiaries have five days to encash, then the transaction ID expires.

Monitoring can take place 1 1/2 weeks to 2 weeks after the encashment day

Each distribution reconciled on the same day as best practice

Overall distribution/encashment final reconciliation done after final day to encash and
when the FSP encashment report is received.




