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Note on terminology: Cash Based Interventions (CBI) is the official terminology of the IFRC to represent all forms of cash and voucher-based assistance. This terminology of cash-based intervention (CBI) should avoid confusion with the IFRC’s internal financial practice and procedure of ‘cash transfers’ to National Societies. Readers are advised that although these SOPs will use the term CBI, many of the annexes and references are taken from IFRC legacy and/or external sources and will use a range of terms including “cash transfer programming (CTP), cash-based assistance (CBA) or cash-based programming (CBP)”. 



[bookmark: _Toc352182602][bookmark: _Toc352182873][bookmark: _Toc531339732]Purpose, scope and audience
[bookmark: _Toc352182874][bookmark: _Toc531339733]Purpose
The Red Cross Red Crescent Movement (RCM) has committed to increasing Cash Based Interventions (CBI) as a proportion of total assistance provided.  These Cash SOPs are a tool for accomplishing that scale up quickly and safely for all members of the Movement and the communities we assist. 
The Cash SOPs will enable IFRC to deliver a global cash model which is predictable, replicable, and applicable to all sectors, programs, and phases of the disaster/crisis cycle and accessible to the more than 190 Red Cross and Red Crescent Societies.
The IFRC has revised their cash SOPs as part of their commitment to the global cash scale up.  This document replaces the previous IFRC Cash SOPs (Document 209 Final August 2015). See document revision history section 8 page 30. They work in conjunction with Procurement and Finance Documents and other related documents.  Hyperlinks are provided for when the SOPs are being used on-line. When the SOPs are being used off-line please see related documents table in section 7 page 30.
The Cash SOPs detail the technical activities and steps that must be followed when implementing cash-based initiatives.  The RCM Guidelines[footnoteRef:1] for cash transfer programming provide addition information and direction and should be used in conjunction with the cash SOPs. [1:  The guidelines can be found on www.rcmcash.org/resources or on www.cash-hub.org ] 

[bookmark: _Hlk527724388]
[bookmark: _Toc531339734]When do they apply?
· National NS Cash SOPs apply if the NS is implementing cash-based initiatives as part of a DREF operation and their own national NS Cash SOPs exist.

· IFRC Cash SOPs apply if the NS is implementing cash-based initiatives as part of a DREF operation and their own national NS Cash SOPs DO NOT exist.

· IFRC Cash SOPs apply when the DREF is for a loan to an Emergency Appeal, when an Emergency Appeal is launched, when there are IFRC thematic or country plans or if NS requests support from the IFRC.  Except where the implementing NS has their own national NS Cash SOPs that are in-line with (and preferably validated[footnoteRef:2] by the IFRC regional cash coordinators or IFRC global cash team) and/or has demonstrated high capacity in previous responses. [2:  Validated through the cash preparedness framework or a technical/capacity building mechanism.] 

It is strongly recommended that these Cash SOPs be used as a starting point for a National Society when developing national cash SOPs.
The purpose of the Global Cash Standard Operating Procedures (SOPs) is to provide a structured overview of how cash must be administered within IFRC.  This should form part of the overall IFRC assessment, Response Option Analysis and programme decisions and design.
A cash feasibility assessment should be undertaken as part of the overall programme assessment for every operation to support effective initial decision making on modality (cash, goods, services, software, training) to meet the needs of the affected community.  The IFRC is committed to ensuring that cash is routinely considered for every operation and where cash is not appropriate a written summary of why not should be provided. 
Where cash is appropriate, the risk assessment tool to further support effective decision making for proceeding with cash as part of the response.  The cash risk matrix can be incorporated into the wider programme risk matrix.
An analysis of the operating environment within which we are working to support the effective design and implementation plan (see section 2.2)
Clear respective roles and responsibilities of both programme and service departments of IFRC Offices (Logistics, Procurement & Supply Chain Management (LPSCM), Finance, Legal, IT, Security and Programmes) in effective and accountable administration of CBI
Procedures of the respective functions for three key CBI delivery mechanisms (commodity and/or cash vouchers[footnoteRef:3]; cash distribution through third parties[footnoteRef:4]; direct cash distribution by the IFRC/National Society) [3:  The term vouchers cover both paper and electronic types. ]  [4:  Third parties are referred to as financial intermediaries in the IFRC Cash Based Programming Financial Procedures and Guidance and typically includes: banks, post offices, remittance agencies, mobile phone providers, prepaid cards etc.] 

Standard pre-conditions for each CBI delivery mechanism, to streamline operational decision making in emergencies. Annex 2 contains the critical path of tools which must be used during implementation
Identification of the key tools and templates from the RC/RC Movement Cash in Emergencies Toolkit for CBI which can be found at www.rcmcash.org and www.cash-hub.org[footnoteRef:5]  [5:  This replaces www.rcmcash.org which will be closed at some point in the future.] 

[bookmark: _Toc352182875][bookmark: _Toc531339735]Who is this document for? 
All IFRC Secretariat functional areas involved in the initial operational response decision making (LPSCM, Finance, Legal, IT, Security and Programmes), who need an understanding of the roles and responsibilities for administering CBI;
All IFRC Secretariat emergency response and service support staff, specifically LPSCM and Finance, who need an understanding of the key deciding factors and support tools for CBI; 
IFRC Secretariat Operations / Project Managers / Appeal Managers overseeing and coordinating the operational response operation. 
All National Society functional areas involved in the initial operational response decision making (Logistics, Finance, Legal, IT, Security and Programmes), who need an understanding of the roles and responsibilities for administering CBI under IFRC Cash Procedures as outlined in section 1.2 above.

[bookmark: _Toc352182876][bookmark: _Toc531339736]How should the SOPs be used?
These cash SOPs must be used across IFRC Secretariat functions at all levels of the organization. They will facilitate joint planning and implementation of CBI by clarifying the roles and responsibilities for supporting an appropriate cash feasibility assessment and administering CBI in relief and early recovery responses. They should be used alongside the RCM Guidelines[footnoteRef:6] for Cash Transfer Programming (2007) and the RCM Cash in Emergencies (CiE) Toolkit.  [6:  https://cash-hub.org/guidance-and-tools/programme-guidance ] 

CBI requires cross-functional coordination, planning and implementation to ensure that CBI: is performed efficiently; provides dignity and respect for the affected communities, and to the standards required by stakeholders and donors. A joint initial planning meeting between LPSCM, Finance, Programmes and Security should take place at the start of an operation to clarify the implementation of these procedures and may include application for waivers from parts of these procedures due to the operational context of the country.
The different functions (logistics, procurement, finance, programme/cash, legal etc.) operate at multiple levels throughout the organization: country level; regional/country cluster[footnoteRef:7]; and global.  The starting point will be at the country level but escalation to regional and global levels can occur based on resource capacity and financial and risk thresholds as details in (a) CBI SOPs, (b) Finance procedures and (c) Procurement procedures and manuals. [7:  For brevity this document will consider the Country Cluster Support Teams (CCST) to be part of the regional structure.] 

These SOPs have been developed through capturing learning of existing IFRC programming to date, experience from other key humanitarian agencies together with good practice and evidence-based learning gathered across the humanitarian sector. These SOPs draw on existing IFRC procedures and bring them together into one place. These SOPs are aligned with the IFRC Emergency Response Framework[footnoteRef:8]. [8:  Fednet.ifrc.org/ERF/


 ] 

The SOPs should be used in conjunction with the RCRCM Guidance for Cash Transfer Programming and the Cash in Emergencies Toolkit. Annex 2 provided the CiE toolkit critical path identifying mandatory tools which must be used in the particular step of an operation. Additionally, these SOPs will indicate other the relevant CiE Toolkit Modules or CiE tools that may be helpful at each step of the process where a tool or template is available.  These will be noted in a table or within the narrative as red text e.g. M4_5_5_1 Reconciliation Roadmap.  Mandatory critical path tool will be identified with this symbol  CP
To avoid repetition the SOPs only contain information related specifically to cash and not general programming steps.  It is assumed that staff and volunteers implementing and supporting cash-based interventions will have received the relevant training and are familiar with the CBI tools and related documents.


Signposting
· RCM Cash in Emergencies Toolkit
This can be found on the home page of the Cash Hub www.cash-hub.org 

· RCM Guidelines for Cash Transfer Programming 
· RCM Market Analysis Guidance
· RCM Rapid Assessment of Markets
· RCM Cash Transfer Programming: Engaging National Society Leadership
These guidance documents can be found on the cash hub under Guidance and Tools and then Programme Guidance   https://cash-hub.org/guidance-and-tools/programme-guidance   

· Introduction to Cash Transfer Training (English)
· Introduction to Cash Transfer Training (French)
· Introduction to Cash Transfer Training (Spanish)
· Introduction to Market Assessment Training 
· Rapid Assessment of Markets (RAM) Training 
All training courses can be found at www.ifrc.org/learning-platform 


Likewise, other related documents such as the IFRC procurement manual are referenced within these SOPs and should be consulted at the relevant step in the process.


[bookmark: _Toc531339737][bookmark: _Toc301532494]CBI feasibility and risk assessment
[bookmark: _Toc531339738]CBI feasibility and risk assessment – why not cash?
Cash should form part of the overall programme assessment providing information on: markets; government and community acceptance; security risks; financial transfer mechanisms and institutional capacity.  The cash feasibility and risk assessment must be completed to provide the relevant information to the Response Options Analysis (ROA) process which determines on the appropriate modalities (cash, goods, services, software and training) to meet the identified community needs.  More commonly cash is being provided as part of complementary assistance where cash is combined with other modalities or activities to meet the needs and programmatic objectives. (Cash Plus)
When CBI is shown to be appropriate and feasible, it will be necessary to:
Choose the most appropriate and preferred delivery mechanism to transfer cash or vouchers to the intended community members
The selected delivery mechanism should match one of the three options outlined in Section 3.4: 
· Commodity and/or cash vouchers 
· Cash distributions through third parties
· Direct cash distribution
Any transfer of funds by the IFRC to a National Society (NS) for CBI will be in accordance with section 1.2 of the cash SOPs.
Annex 1 outlines the key risks and mitigating measures per modality and delivery mechanism.
The key tools to use are:
	Tool
	Purpose
	Critical Path[footnoteRef:9] [9:  The critical path outlines the mandatory tools and templates from the RCRCM Cash in Emergencies Toolkit  www.rcmcash.org  that must be used in each phase of the programme cycle. Annex 2 provides a full overview of the critical path.  Each toolkit module roadmap provides the minimum standards that must be applied at each step. ] 


	M2_1_0 Road Map for Assessment Planning and Preparation
	Provides an introduction, minimum standards, outlines sub-steps and tools, and additional reference documents
	

	M2_1_1_1 Initial Decision for Cash Checklist
	To help understand whether CBI can be included in the initial emergency appeals, usually issued within hours after a major emergency or disaster. 
	

	M3_1_0 Road Map for Cash Feasibility, Modality and Mechanism Selection
	A guide through the process of cash feasibility and selecting the response modalities and mechanisms that best meet the objectives established for the emergency response.

	

	M3_1_2_1 Is Cash Feasible Checklist
	The checklist outlines criteria and key considerations that will help to decide as to whether cash is a feasible option.
	     

	M3_1_6_1 Decision Making Matrix
	A matrix that includes weighting and scores per each criterion to assist with a logical evaluation of each response option and identify the most appropriate.
	     

	M2_4_3_1 Road Map for CTP Risk Analysis
	Provides an introduction, minimum standards, outlines sub-steps and tools, and additional reference documents
	

	M2_4_3_2 IFRC SOPs Risk Management Checklist
	This checklist summarizes the legal, compliance, strategic, security, financial and programming risks that have been identified for CBP. Managers considering CBI should ensure that the risk checklist is completed.
	

	M3_1_4_3 Risk Register Template
	Documents the risks, likelihood/severity and mitigating actions
	




[bookmark: _Toc531339739]CBI Operating Environment – analyzing the parameters to which CBI must align with
It is strongly recommended before planning and implementing CBI to gain a greater understanding of the IFRC Operating Environment we are working in.
The operating environment is around determining the feasibility, speed and scale to which CBI can be implemented and relates specifically to the movement of cash into the operation for distribution to the affected communities. 
The purpose of analyzing and understand the operating environment is to ensure that the CBI can be designed and implemented as planned. Barriers or limiters to implementation can be identified and these can then be addressed where possible or incorporated into the programmed design. This should be a light touch, technical analysis, based on information required for programme design and delivery. The earlier it is started in the overall process, the fewer delays should be encountered.
There are many agreements and processes that have criteria, limitations and timeframes that have a knock-on effect to the design and implementation of cash-based interventions. These agreements and processes include risk mitigating actions, as well as ensuring adequate controls are in place for accountability to communities and donors. It is therefore important to work within and in compliance with these measures.
The process flow chart on page 18 provides practical approach to analyzing the Operating Environment and the roles and responsibilities of those involved.  It is possible to have multiple Project      Funding Agreements (PFA) for an operation including a separate PFA for the CBI portion of the operation; with a different timeframe, schedule of transfer and reconciliation requirements.  
The cash delegate should draft a simple Operating Environment Analysis Report, the headings in Illustration 1 and Table 1 can be used as a template or structure for the report as well as including the corresponding process flow charts as annexes.  
The Operating Environment Analysis Report should be shared amongst the team, particularly Finance and Legal for input and updates as well as being used as part of any handover notes. The Operating Environment Analysis Report is a living document as should be updated if things change or new information comes to light.
Illustration 1: IFRC’s Operating Environment for CBI
[image: ]













The terms cash transfer and cash distribution have different meanings for Finance and Programmes.  See the glossary for more detail but in summary: for programmes this means to the affected community members and for finance this means between organizations.  
Table 1: IFRC’s Operating Environment for CBI: also see OE process flow chart page 18
The below table summarizes the processes, policies and procedures related to implementing CBI.  For a more detailed understanding you can read the full document on FedNet following the link or section 7 page 30 provides a full list of the related documents and their file numbers.
	Agreement or Process
	Summary 

	Legal Status

	It is essential to ascertain from the outset whether the IFRC has a legal status agreement in the country in which the cash programme is contemplated.  (The IFRC currently has status agreements in over 80 countries, including many of the most disaster-prone countries.)  This will be a key consideration in determining whether cash programming is suitable in this context and for the legal structure of the program.
You should obtain advice from the legal department on whether a status agreement exists, and the content of the agreement.  If a status agreement exists, it generally means that IFRC is able to open a bank account, sign contracts, hire staff, freely transfer currency in and out of the country- all of which are essential to a successful cash programme.  
Where there is no status agreement in the country, there may be the possibility of working through the National Society in country or another third party in country, or through another IFRC country or regional office.  
In all cases, local legal advice should be sought to ensure compliance with applicable local laws.  Please contact the legal department to assist with sourcing appropriate local counsel.  https://fednet.ifrc.org/en/support/legal/legal/whos-who/ 

	Monthly Forecasting Request Cycle
	All programme managers are responsible to submit timely monthly cash forecast for planned activities. This will ensure that the funds will be available in the specific IFRC office at the required time. Programme managers should work closely with finance to align the request with the periodic cash request cycle. These individual forecasts will be consolidated into one monthly request, therefore any delay by one programme manager will cause a delay in the overall request and hence transfer.  Accuracy and timeliness in providing forecasts is therefore important. In the beginning of an emergency operation, there may be ad hoc requests made to treasury but over time, the cash requests for programmes must be coordinated within the normal cash request and transfer cycle. Each request will constitute the forecast for different programmes and activities in that operation/country. Programmes must inform finance if an activity is cancelled or significantly postponed as the excess funds need to be repatriated to the Geneva treasury. Strong engagement and coordination between programmes and finance is required to ensure a smooth implementation.

	Cash Pipeline
	The process flow chart in Annex 5 illustrated the typical cash pipeline for transfers to an FSP.  This is a generic model and will need to be adapted to the country context.  The process should already exist at the country level.  If it is not documented in this way, it may be useful to draft one in this format to assist with the programme planning and implementation. It may be helpful to add indicative timelines between steps where these are known as this can help with planning.  The cash pipeline requires timely forecasting to allow for timely cash requests to be administered. 


	Cash Disbursement policy and procedure & Cash Disbursement Memo.
	The IFRC maintains rigorous internal control over all its direct payments to third parties[footnoteRef:10] to manage the risk of misappropriation of funds and loss of assets. Each IFRC office has an approved memo[footnoteRef:11] that addresses the risk in making payments, based on the segregation of duties and internal controls available in that office. This includes a threshold for payment to third parties and process for facilitating high value payments. Payments[footnoteRef:12] cannot be artificially split to avoid the threshold limits set. This limit applies to all payments to a National Society and to Financial Service Provider. Where a waiver is required e.g. if a payment cannot be made from outside the country then this will need to be requested and sent to Geneva for approval. [10:  Third parties cover a large group of actors external to IFRC including but not limited to: National Societies, Suppliers, Bank and FSPs]  [11:  Appendix 1 of the IFRC Policy and procedure for Cash Disbursement and Intra-Account Transfers]  [12:  Payment means; a transfer to a partner to undertake operations or the settling of an invoice for financial services ] 

Policy and procedure for Cash Disbursement and Intra-Account Transfers (via financial intermediaries) can be found here. (need to update link)
Value Thresholds:
In addition to the layers of control through segregation of duties, control is imposed by limiting payments that shall be made from operational bank accounts. An appropriate value threshold shall be determined for each country location 
Policy and Procedure for Cash Disbursements:
Appendix 3: provides a list of typical documents that allow payments to be made to service providers which will form part of the reconciliation process 
Appendix 4: Guidance on segregation of duties for small offices 

	Grant Agreement[footnoteRef:13] [13:  The rollout of the PFA and PFA is on-going, so in this interim period a national society may have either a Grant Agreement or a PFA/FFA so use whichever is in place.] 


Project Funding Agreement (PFA) and Framework Funding Agreement (FFA)

	The Project Funding Agreement (PFA) is an agreement signed by the IFRC and a project partner[footnoteRef:14] in which IFRC transfers funds to the project partner.  This agreement is currently being rolled out with National Societies and will eventually replace the grant agreement (also called letter agreement) that is also being used for this purpose. The PFA contains the specific terms and conditions unique to a project. It also incorporates the IFRC general terms and conditions contained in the Framework Funding Agreement (FFA) which is also signed with the project partner.  The IFRC general terms and conditions will always apply, regardless of the specific context of the project. [14:  Project Partner current means a National Society but, in the future, could include UN and I/NGO partners] 

The terms for the cash programme will be informed by the terms in the grant agreement or PFA, therefore cash intervention requirements should be built into this agreement. Additionally, the grant agreement or PFA includes risk mitigation measures that the IFRC will employ in working with the particular project partner. The cash intervention will therefore be subject to such measures.  
The grant agreement or PFA/FFA will be used for cash-based interventions. Where the terms and conditions for a cash intervention is significantly different[footnoteRef:15] from those under the particular humanitarian response activity e.g. relief or recovery, and the cash programme is required to be managed separately, then a separate project agreement (or an annex to the existing agreement) should be signed, and the project managed by an independent budget holder[footnoteRef:16].   [15:  The FFA and PFA will provide the agreed terms and conditions and typically these will include transfer amount and schedule, conditions of transfer, monitoring and reporting requirements.]  [16:  Budget holder/programme manager is assigned by the appeal manager who is often Head of Operation.] 

Experience to date suggests most medium to large-scale cash interventions to meet programmatic objectives (e.g. basic needs) require a separate agreement with different terms and condition which are appropriateness to the timely delivery of cash, this should be addressed as a matter of urgency and as early as possible to avoid delays in implementation.
The PFA includes the amount of funding to be transferred[footnoteRef:17], the schedule of payments and conditions of transfer to the project partner, and the reporting requirements.  There may also be a percentage of expenditure for each tranche that applies before the next tranche can be sent through. Example: A project of CHF 1M may include ten tranches of CHF 100K each, to be transferred once every two months. The IFRC may require that 50% of a transfer (or another percentage specified in the agreement) is expended, reconciled and reported before a new fund transfer is issued. [17:  High level figures, to distribute CHF1.2 million in 3 month the PFA would need to transfer an average CHF400k per month] 


	Reconciliation
	Reconciliation is mandatory for both in-kind and cash (commodity or vouchers, third parties, direct cash distribution). It is aimed at ensuring book balances and clarifying discrepancies. Reconciliation data are gathered all along the programme and closed when the operation ends, preferably within the week following the last distribution/encashment. 

An adequate reconciliation process will:

•	Mitigate and capture cases of corruption.
•	Mitigate and capture cases of misuse of funds at the various levels (i.e.
               employees, volunteers, vendors, third parties, beneficiaries, etc.)
•	Mitigate and capture cases of fake/counterfeit vouchers. 
•	Mitigate and capture cases of theft.
•	Have appropriate segregation of duties and delegation of authority.
•	Include adequate human resources with technical know-how and knowledge 
               of applicable policies and procedures.
•	Effectively keep track of beneficiaries, encashments, distributions, inventories 
               (cash, in-kind items, stored value cards, beneficiary cards, vouchers, etc.) 
               Tracking account balances and returning unspent funds.

To balance the books, all movements are tracked systematically and individually per event, based only on original documents which can be in paper or electronic form[footnoteRef:18] and which provides evidence: (a) for a transaction, (b) who has performed the transaction, (c) who authorized the transaction which all form part of the documentation trail.  Proper documentation not only provides evidence of what has transpired but also provides information for researching discrepancies.  The requirements for reconciliation and reporting will be defined as part of the Grant Agreement or PFA/FFA.  All documents, paper and electronic, used for processing and implementing the cash transfers should be kept according to the organization’s record retention policies. [18:  Some delivery mechanisms may only have electronic document records, e.g. transfers via mobile money providers which will show the mobile number, amount transferred and date.  This will be considered sufficient proof of receipt and will be reconciled with beneficiary lists] 


Where cash is to be distributed through a third party, assessment[footnoteRef:19] of the service provider should take into consideration the service providers' capacity to provide adequate, accurate and timely reports that will serve as support documentation for the IFRC reconciliation process, as well as, its capacity to provide continual dedicated support for any discrepancies or issues that need to be investigated and resolved.  [19:  Assessment either during the procurement process or when a Frame Work agreement with an FSP exists, evaluating its appropriateness for the operation.] 


In summary the reconciliation process will require matching the IFRC/NS encashment plans against the FSP report on funds transferred and/or FSP invoice for services etc. to recipients to ensure they are correct, complete and without double-payments and discrepancies. Digital reconciliation records may be used where the IFRC Data Management system is used and/or if the FSP/delivery mechanism uses digital records. 

At the end of a project phase (if applicable e.g. pilot) and at end of the project, Finance should complete a final reconciliation of funds. All accounts set up for the cash-based intervention, encashment should be balanced and reconciled. After reconciliation any remaining funds should be returned by the financial service provider, and, depending on the delivery mechanism, the account(s) may need to be transferred to recipients or closed. 

The supporting documents and accepting forms of proof of receipt typically used for reconciliation of in-kind distributions and CBI can be found in the Toolkit M4_5_5_1 Reconciliation Roadmap – Reconciliation Document List by Delivery Method (pg4)
 CP A reconciliation form relevant to the modality: M4_5_5_2 Beneficiary Reconciliation; M4_5_5_3 NFI Reconciliation; M4_5_5_4 Third Party Reconciliation; M4_5_5_5 Cash Reconciliation; M4_5_5_6 Inventory Reconciliation

	Encashment Plan & Encashment Implementation
	This is the ‘last mile’ of the cash distributions where a specific number of people or households within the affected population will receive a grant of a defined value on a specific date/location by a specific delivery mechanism.  The detailed encashment plan is suitable for large-scale distributions, involving multiple locations and several communities. It can be used to coordinate with LPSCM, Finance, HR, Security and, if possible, local authorities. It will provide the overall size and scale of the CBI in terms of number of people to be assisted, total transfer value and duration.
The encashment implementation is kicked off with an instruction (often called a cash transfer order), which communicates to and authorizes the financial service provider to distribute funds on behalf of the Red Cross Red Crescent. If specific agents or encashment points are required for that particular distribution this should be made clear on the instruction to the FSP for planning purposes and to ensure liquidity and sufficient funds. 
The financial service provider may supply its cash transfer order template. Otherwise, one can be adapted from tools in the RCM CiE toolkit. 
The cash transfer order instruction must comply with the authorisation levels, schedule of transfers, and reconciliation requirements stated in the agreements and processes detailed above to ensure that there are no delays or barriers to implementation.
Module 4_5 Distribution: M4_5_0 Distribution Roadmap; M4_5_3_1 Encashment Agent Capacity; M4_5_3_2 Encashment Time Estimation
 CP: M4_5_3_3 Encashment Plan




The key tools to use are:

	Tool
	Purpose
	Critical Path?

	M2_4_3_2 IFRC SOPs Risk Management Checklist
	Particularly the Legal and compliance risks section related to IFRC Status Agreement and Governmental regulations/laws
	     

	M4_5_5_1 Reconciliation Road Map
	Explains reconciliation and the project cycle, provides minimum standards, outlines the process, provides a table of reconciliation documents by process step, provides a list of tools and gives a reconciliation checklist to guide the user through the process.
	

	M4_5_5_2 Beneficiary Reconciliation 
	This worksheet provides instructions and a template for undertaking the reconciliation process
	

	M4_5_5_4 Third Party Reconciliation
	This worksheet provides instructions and a template for undertaking the reconciliation process when using an FSP to distribute cash
	

	M4_5_5_5 Cash Reconciliation
	This worksheet provides instructions and a template for undertaking the reconciliation process when providing cash in envelopes
	

	(Annex 6) Cash Pipeline: Fund Flow Process
	Provides a starting point for mapping out the cash pipeline thorough the transfer, encashment, reconciliation and payment steps 
	







[bookmark: _Toc352182607][bookmark: _Toc352182882][bookmark: _Toc531339740]Roles and procedures - step by step
[bookmark: _Toc352182883][bookmark: _Toc531339741][bookmark: _Toc184704493]Roles and functions 
Due to the range of disaster response operating contexts that the IFRC is involved in, there are a number of different roles, skills and competencies required for efficient CBI. The overall administration of CBI will be led and managed by programmes based on approved Plan of Action (PoA)/Emergency Appeal with guidance and specific roles from IFRC support service functions. CBI is a tool to meet programme objectives rather than a sector or a programming objective in itself. 
[bookmark: _Toc352182884]Disaster Response Team roles 
In large operations the CBI function is likely to be covered by IFRC global surge tools.
In smaller operations, this function will come from the existing or recruited operations team and regional surge mechanisms and/ or regional delegates who can be deployed temporarily to assist with CBI. 
In either case the response teams need to engage with and involve the Regional Finance Units (RFU) who can brief and provide information to the incoming teams on IFRC procedures prior to programme design and implementation. There should be two-way communication between the field and the regional office. 
It may be useful to form a cash task force made up of key stakeholders from programmes and support services from IFRC and/or NS.
The main purpose of the Cash function is: 
to work alongside and together with the National Society and surge teams when deployed under the supervision of the Operations/ Appeal Manager deployed to help define the needs and operational scope of the assistance 
to ensure appropriate assessment of cash feasibility, risk and appropriateness to administer the necessary steps from design to implementation of CBI
[bookmark: _Toc352182885][bookmark: _Toc531339742]Decision-making
CBI will fall under the overall responsibility of the Operations/Appeal Manager managed at the Country level as per existing procedures.  This role may be assigned to specific individuals and functions (e.g. FACT Team Leader, Head of Emergency Operations (HEOps)) as decided at the operational level. IFRC procedures are clear that the Project Manager will be appointed by the Operations/Appeal Manager and will have sole responsibility for approving expenditure on his/her project. 
The Operations/Appeal Manager will have the overall responsibility for decision making, documenting and signing off on CBI aspects of disaster response, based on information provided by technical experts from the different sectors, NS and other sources. S/he will be responsible for ensuring:
1.	Full needs assessment 
2.	Response options analysis
3.	Feasibility and risk assessment decision tree
4.	Completion of appropriate documentation 
5.	Coordination of cross-functional areas in support of cash-based programmes
[bookmark: _Toc531339743]Main IFRC functions/roles for CBI
Table 1 summarizes IFRC’s main functions and roles for CBI. Note that more than one function may be performed by one individual and that the functions listed in the table are non-exhaustive depending on the context. 
Table 2: IFRC’s functions and roles for CBI
	Functions
	Roles for CBI
There may be some adaptation of these roles and this will be documented in the Regional or Country SOPs and authorised by senior management.[footnoteRef:20]   [20:  Some of these activities can only be performed by a specific function e.g. (Management of the tender process by procurement or management of the cash pipeline by Finance) as outlines in related policies and procedures] 


	Programmes: 

Cash technical experts 

Relief – Recovery coordinators

Including: 
Community Engagement and Accountability (CEA) and planning monitoring, evaluation and reporting (PMER)
	· Overall programme management responsibility for CBI including developing and delivering the programme and identifying the criteria and input required from support services in a timely manner.
· Identifies markets and goods/services to be assessed for unrestricted or multi-purpose cash grants (MPGs) and/or meeting immediate basic needs
· Management of the process to assess needs, appropriateness and feasibility of CBI, transfer value, selecting the most appropriate and preferred cash transfer modality, targeting criteria, delivery mechanisms, designing and delivering the reconciliation process and ensuring good quality programme design
· Coordination between sectors and identify areas where cash interventions can be cohesive and aligned utilizing the same delivery mechanism.
· Develops the Scope of Work (SoW) and functional requirements for financial products and services to implement CBI, and in particularly for the tender process when FSP services need to be procured.
· Identifies third parties / transfer companies (financial intermediaries) to be approached in collaboration with Finance and Procurement.
· Provides advice on intended beneficiary preferences and local customs around CBI to other stakeholders involved in the programme
· Ensure communities (targeted and non-targeted groups) are aware of the CBI process, targeting criteria and how they can provide feedback and complaints.  Community engagement and accountability approaches should match the chosen CBI modality and delivery mechanism and be developed in consultation with the NS and affected communities.
· Provides advice/support on developing monitoring and evaluation plans on best methods and frequency of data collection to track the quality and the impact of CBI
· Provides all the information (reports and supporting documentation) required for the reconciliation process.
· Promotes CBI good practice and common programming approaches and standards through specific networks and IFRC experience (e.g. RC/RC Movement Cash Peer Group, Shelter Cluster Leadership, partnership with CaLP)

	Programmes: Technical Sectors (Health, WASH, Shelter etc.)
	· Sets sector programme objectives.
· Identifies markets and goods/services to be assessed
· Supports process to assesses needs, appropriateness and feasibility of CBI: 
· Defines and agrees objectives that can be met fully or in part with CBI and those which must be met with goods and/or services;
· inputting into the Minimum Expenditure Basket (MEB) development;
· inputting into the transfer value calculation in terms of meeting the objectives; 
· Confirming the budget in terms of costs for delivering CBI;
· inputting into the encashment planning and scheduling to ensure supporting activities e.g. software components occur prior to the delivery of cash.  
· Supports post-distribution monitoring and evaluation to measure progress on programme objectives 

	LPSCM (L), Procurement (P) and Supply Chain (SC)
	· Participates in the assessment process and CBI feasibility and feeds in key information.  Leads the market assessment and analysis due to skills in analysing market systems, market chains and traders and service providers (L, P and SC)
· Manages the tender and contract process with commodity and/or cash vouchers and third party / transfer companies.  Translates the SoW and functional requirements developed by programmes into documents for the RFQ and supplier evaluation steps. (P)
· Identifies and recommends third parties / transfer companies (financial intermediaries) to be approached (L and P)
· Monitors quality of services delivered by suppliers (P)
· [bookmark: _Hlk516837460]Supports large scale commodity tracking[footnoteRef:21] activities (L and SC) [21:  Commodity might be traditional in-kind donations (IKD) provided as part of a combined package it may also include commodities such as prepared cards which need inventory management and tracking.] 


	Finance
	· Identifies third parties / transfer companies (financial intermediaries) to be approached
· Supports and participates in cash feasibility assessment and FSP mapping as the financial experts in the IFRC
· Undertakes the due diligence of FSPs prior to any tender process.
· Establishes financial criteria, identifies third parties / transfer companies (financial intermediaries) to be approached in collaboration with LPSCM, evaluates financial criteria and approves third parties selected through the tender process in compliance with IFRC Banking and Currency Procedures
· Manages the transfer of funds (cash pipeline) to the FSP or to the country of operation (IFRC office or NS) and ensures compliance to financial regulations e.g. Anti-Bribery, Anti-Money Laundering (AML), Anti-Terrorism etc.
· Supports the design of financial reporting and reconciliation system at the programme design stage
· Validates financial reporting and reconciliation to ensure financial accountability

	Security
	· Participates in security risk assessments and reviews to ensure the level of risk is acceptable for programme staff, volunteers and beneficiaries
· Ensures that the program/operation is compliant with the minimum-security requirement (MSR)

	Audit and Investigations
	· Provides advice where necessary on risk management processes
· Reviews any audit and/or fraud and corruption related clauses in the Memorandum of Understanding (MoU) / agreements made with CBI providers, where there are specific donor requirements on CBI.
· Coordinates external audits commissioned by the IFRC and/or other Stakeholders to programs and/or projects where CBI interventions could have been performed.
· Conducts internal audits and/or investigations to programs and/or projects where CBI could have been performed.  

	Legal
	· Establishes contractual criteria for any third parties / transfer companies, evaluates contractual criteria and approves third parties selected through the tender process in compliance with legal policies and procedures 
· Provides advice on contractual matters when changes are brought to the IFRC standard contract template and conditions (Annex 4) or another contract is used
· Conducts any legal review or risk assessments where necessary depending on the context
· Provides advice on any related legal issues including Status Agreement in country of operation
· Provides advice on data protection aspects

	Information technology (IT) and communications systems support
	· Provides technical advice and validation on IT related aspects of CBI involving new technologies such as mobile phone banking, digital data gathering, FSP integration / interfaces and electronic payments systems
· Establishes IT and data security criteria for any third-party technology or systems, evaluates IT and data security criteria and approves third parties selected through the tender process in collaboration with LPSCM.

	Information Management
	· Supports the data collection, data management, analysis, visualization, reporting, and dissemination of information to guide decision making.  IM is undertaken throughout the full lifecycle of the cash intervention.

	Monitoring and Evaluation
	· Provides support to the CBI team in establishment of an M&E framework, including an M&E plan, reporting tools, etc.

	Resource mobilisation
	· Provides support to ongoing fundraising and partnership efforts

	Additional human resource needs should be identified and requests for extra human resources channelled through the Operations/Appeal Manager to the Regional Office.


[bookmark: _Toc352182887][bookmark: _Toc531339744]Operational reporting lines
Reporting lines will be managed at the country level with the Operations/Appeal Manager who has the overall responsibility and accountability. In turn, all communications regarding the operation will be channelled through and to this function. 
[bookmark: _Toc352182888][bookmark: _Toc531339745]Procedures 
IFRC has a number of existing procedures. For logistics, procurement and finance, these apply to CBI in the same way as with any other programme expenditure.  This document therefore assumes existing procedures must be applied and focuses on any additional aspects unique to CBI and may include approved for waivers from parts of these procedures due to the operational context of the country.
The procedures in administering CBI vary according to each of the three different delivery mechanisms.
All processes should be undertaken in cooperation and collaboration with the NS.
[bookmark: _Toc352182889][image: ]Figure 1 below provides a summary of the CBI decision making process, including the cash feasibility and risk assessment determining the most appropriate cash delivery mechanism. 

Figure 2 overleaf provides a summary of the Operating Environment analysis process, to help understand the risks, mitigating actions and controls are in place for accountability to communities and donors and ensuring that the cash interventions designed will work with in and in compliance with these measures. The remainder of Section 3 covers the overarching roles and responsibilities for administering cash through the three main delivery mechanisms.
[image: ]
[bookmark: _Toc531339746]Commodity and/or value vouchers delivered through traders / third parties
Commodity and/or value vouchers are normally provided in an emergency situation to ensure that disaster affected population has access to specific commodities, to meet their immediate diverse needs or linked to a sector such as shelter, food security and livelihoods. Commodity vouchers are exchanged for a fixed quantity of goods/services or predefined product/service categories at retailers participating in the scheme. Value vouchers have a specific cash value and enable recipients to freely redeem the voucher for whatever they choose to buy at shops participating in the scheme. 
There are several types of voucher services that we may require for implementation:
(1) Provision of printed paper vouchers. This has been the traditional approach.  Vouchers needs to be designed so that counterfeit vouchers cannot be produce or are easy to detect as fraudulent. 
(2) Provision of an electronic voucher platform: This is typically smart cards (e-vouchers) combined with the hardware and software used to: issue cards; load entitlement; check balances (IFRC/NS) and to: read cards, encashment of vouchers for goods or cash, provide of receipt and voucher balance and reconciliation reports. (Vendors).
(3) Vendor network for encashment: vendors are contracted to be part of a network where the recipients can exchange their vouchers for cash or goods.  It may be a large vendor with several branches or several small vendors.  Where e-vouchers are used IFRC/NS may have to provide the e-voucher platform to the vendors to be able to read the cards, this is usually done as a loan of the hard and soft ware for the programme duration.
[bookmark: _Toc531339509][bookmark: _Toc531339747]Vendors can provide voucher encashment services or allow a commodity voucher to be exchanged for goods within their shop or accept a cash voucher in exchange for the monetary value of the voucher.  This could be one large vendor with many shops or a network of small vendors providing a combined level of coverage to meet the programmatic needs. There will be one contract per vendor, and the requirements, terms and conditions must be consistent.  These vendors may not provide the voucher and may be required to use software provided by the IFRC to implement the programme.
[bookmark: _Toc531339510][bookmark: _Toc531339748]The process flow overleaf is based on the standard approach where traders and suppliers provide a monthly invoice and the payment is provided after the targets communities have exchanged the vouchers for goods and/or services.  In some cases, payment or a percentage of payment is required up front, typically for smaller traders with liquidity or cash flow challenges.  This would be addressed during the tendering, trader selection and contracting process.  In which case a simple programme level SoP and process flow chart should be drafted detailing this and how it is managed practically, this will require stakeholders from programmes, finance, procurement and legal as a minimum.
In some cases, you may require multiple suppliers to fulfil the implementation of a voucher programme.  In addition to the traders that will provide the goods and services in exchange for the voucher, you may need a supplier who can print the vouchers that will be distributed.  Therefore, there may be two separate procurement processes required to select and contract suppliers.



[image: http://www.ifrc.org/Global/ifrc.org/Logos/IFRC-logo.gif]
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[bookmark: _Toc531339511][bookmark: _Toc531339749][bookmark: _Toc352182890][image: ]Summary of Procedure 3.4.1 Commodity and/or value vouchers delivered through traders / third parties
Summary of Procedure 3.4.1 Commodity and/or value vouchers delivered through traders / third parties

	
	Programmes IFRC/NS
	Finance
	LPSCM
	Trader / 3rd Party

	ASSESSMENT & PLANNING
	Identification of key markets and commodities/services
Check if there is an existing & appropriate voucher framework (FA) agreement in place.
High level programme design including distribution planning and voucher design or creation as relevant. Adjusted against the Market & FSP mapping report. 

	







	Market assessment & Analysis of the key markets and commodities/services identified
FSP Mapping & Regulatory Landscape to understand if there any rules or regulations around the distribution of vouchers. 


	






	IMPLEMENTATION
	If no existing FA in place then define what services are required (voucher, system, printing etc.) and complete the LR 
Complete detailed programme design: beneficiary targeting & registration, CEA and distribution of vouchers.
Reconciliation (on-going and final)
	Validation of expenditure approval for procurement




Validates reconciliation
Invoice payment
	Procurement process (launch tender, supplier section and contracting)







	Voucher redemption & stock management




Invoice and proof of receipt
Receives payment

	MONITORING, EVALUTION & REPORTING
	M&E including PDM and programme objectives, programme design may be adapted
Final Report
	
	Regular market monitoring and report on the findings.
	



Refer to Annex 1: 3.4.1. Commodity / Cash vouchers delivered through Traders/Third parties for the detailed flow of events and step-by-step guidance to each of the boxes in the process flow chart.
[bookmark: _Toc531339750]CBI distribution through third parties/transfer companies[footnoteRef:22] [22:  Third parties are referred to as financial intermediaries in the IFRC Cash Based Programming Financial Procedures and Guidance.] 

The IFRC and NSs may choose to partner with and sub-contract to third parties to make the actual transfer of funds (cash disbursements) to the intended beneficiaries.
Third party/transfer companies are financial intermediaries who move digital cash through their networks to allow recipients to receive their cash grant in the form of digital money and/or to cash out their grant within a network of agent branches.  
[image: ]
[bookmark: _Toc531339513][bookmark: _Toc531339751][bookmark: _Toc352182891]
Summary of Procedure 3.4.2 CBI distribution through third parties/transfer companies 


	
	Programmes IFRC/NS
	Finance
	LPSCM 
	Trader / 3rd Party

	ASSESSMENT & PLANNING
	Identification of key markets and commodities/services
Check if there is an existing & appropriate 3rd party framework (FA) agreement in place.
High level programme design including distribution planning delivery mechanism training as relevant. Adjusted against the Market & FSP mapping report. 
	







	Market assessment & Analysis of the key markets and commodities/services identified
FSP Mapping & Regulatory Landscape to understand if there any rules or regulations around the distribution cash by the selected delivery mechanism.


	






	IMPLEMENTATION
	If no existing FA in place then define what services are required (delivery mechanism, on-line interface etc.) and complete the LR 
Complete detailed programme design: beneficiary targeting & registration, CEA and distribution of ATM/SIM cards etc.
Request for Payment to transfer funds to FSP
Encashment plan – electronic list of recipients, grant value, transfer date etc.)
Reconciliation (on-going and final)
	Validation of expenditure approval
Financial intermediary assessment (from EoI or tender) - is this a supplier we can work with (reputation, reliability solvency)
Validate & executes request for payment
Validates reconciliation
Sweep back of unspent funds
Invoice payment
	Expression of Interest (EoI) & Procurement process














	







Confirms receipt of transfer
Transfer to beneficiaries
Invoice and proof of receipt
Receives payment
Receives payment

	MONITORING, EVALUTION & REPORTING
	M&E including PDM and programme objectives, programme design may be adapted
Final Report
	
	Regular market monitoring and report on the findings.
	



Refer to Annex 1: 3.4.2. CBI distribution through third parties/transfer companies for the detailed flow of events and step-by-step guidance to each of the boxes in the process flow chart.
[bookmark: _Toc531339514][bookmark: _Toc531339752]CBI through direct cash distributions by the IFRC
Direct cash, sometime referred to as cash in envelopes, can be provided in an emergency situation when appropriate and where the process of identifying and contracting an FSP is expected to cause serious delays to the start of a distribution and completing it in a timely manner.  The initial distribution could start with direct cash and then transition to cash through a third party when the procurement and contracting has taken place.  
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[bookmark: _Toc531339515][bookmark: _Toc531339753]Summary of Procedure 3.4.3 CBI through direct cash distribution by the IFRC

	
	Programmes IFRC/NS
	Finance
	LPSCM 
	NS

	ASSESSMENT & PLANNING
	Identification of key markets and commodities /services
High level programme design including distribution planning. Adjusted against the Market & FSP mapping report.
Arrange IFRC insurance
	







	Market assessment & Analysis of the key markets and commodities/services identified



	






	IMPLEMENTATION
	Complete detailed programme design: beneficiary targeting & registration, CEA
Request for Payment to transfer funds to NS / IFRC country office
Encashment plan – generate list of recipients, grant value, transfer date etc.)
Cash distribution (including pre-distribution work - stuffing envelopes and arranging transportation)
Reconciliation (on-going and final)
	



Validate & executes request for payment.  

Transfers funds to NS or IFRC country office



Validates reconciliation
	














	










Cash Distribution


	MONITORING, EVALUTION & REPORTING
	M&E including PDM and programme objectives, programme design may be adapted
Final Report
	
	Regular market monitoring and report on the findings.
	




Refer to Annex 1: 3.4.2. CBI through direct cash distribution by the IFRC for the detailed flow of events and step-by-step guidance to each of the boxes in the process flow chart.





[bookmark: _Toc531339754]Cross cutting issues
IFRC Secretariat management policies, processes and procedures can be found on FedNet at https://fednet.ifrc.org/en/ourifrc/about-the-federation/ppp/ and for legal and contracting documents at https://fednet.ifrc.org/en/support/legal/legal/contracting/ 
 
	Processes
	Summary

	CAM
	The Contracts Approval Matrix (CAM) can be found here


	Community Engagement and Accountability (CEA)
	Additional support to help implement CEA approaches and activities can be found in the Movement guide to CEA and the supporting tool kit which can be found at www.ifrc.org/CEA along with a CEA resource library. 

	Contracting and eContracts
	eContracts is the IFRC’s web-based contract management system and takes the user through the entire process of creating a contract from the initial drafting, through review and 

Federation Contracting Procedures can be found here
Information on e-contracts can be found here


	Data Collection
	IFRC is standardizing its data collection using ODK/Kobo.  A technical working group on Mobile Data Collection has been created and one of the services planned to provide to NS’ is a centralized ODK/Kobo server with proper security is in place.  This service is planned to be made available to NS’ in 2019.

	Data Management
	IFRC has a data management (DM) platform.  The blue steps in the process flow charts indicate where the IFRC DM platform can be used to automate these activities using technology. The IFRC DM Platform integrates with standard data collection tools such as ODK.

	Data Protection
	


Refer to the ICRC Data Protection handbook which can be found here

	Environmental Policy
	Due to be published by end of 2018

	Protection, Gender and Inclusion (PGI)
	The IFRC Minimum Standards for protection Gender and Inclusion (PGI) in Emergencies can be found xxx. The standards PGI concerns by providing practical ways to engage with all members of the community, respond to their differing needs and draw on their capacities in the most non-discriminatory and effective way. This helps to ensure that local perspectives guide assistance delivery.	Comment by Claire DURHAM: Add link here





 
[bookmark: _Toc184704494][bookmark: _Toc184803156][bookmark: _Toc185929070][bookmark: _Toc185929992][bookmark: _Toc185930093][bookmark: _Toc301532500][bookmark: _Toc352182609][bookmark: _Toc352182893]
[bookmark: _Toc531339755]
Annexes

Annex 1: 	3.4.1 Commodity/ Cash Vouchers delivered through Traders / Third Parties
	Breakdown of the steps and detailed information involved for the activties involved in delivering  vouchers.
Annex 2: 	3.4.2 CBP Distribution through Traders / Third Parties
	Breakdown of the steps and detailed information for the activities involved in delivering electronic cash.
Annex 3:	3.4.2.1 Procurement of Third Party Transfer / Voucher Encashment Services
	Breakdown of the steps and detailed information to procure services for the delivery of cash-based interventions. 
Annex 4: 	3.4.3 CBP though direct cash distributions by the IFRC
	Breakdown of the steps and detailed information for the activties involved in delivering  cash in envelopes
Annex 5: 	IFRC Cash Pipeline: Funding Flow to FSPs This provided an example of the cash pipeline through the different steps: transfer; encashment; reconcilliation and payment. This should be used as a starting point to document the cash pipeline that is specifi to the operation. 
Annex 6: 	M4_3_3_2 Contracts Requirements e-transfer Checkist
Provides the minimum aspects that must be included in a contract with a service Provider
Annex 7: 	IFRC Standard Contract Template with General Conditions and Specific Conditions for Good Suppliers (for commodity and/or cash vouchers through a trader) and Specific Conditions for Third Parties / Transfer Companies

Annex 8:	Key CBI Risks and Mitigating Measures. 
Broken down by the three main modality and delivery mechanism approaches.
Annex 9: 	RCRCM Tool Kit Critical Path
This identifies the mandatory tools that should be used when implementing CBI.  This are applicable in all contexts and should form part of the CBI documentation file for planning, implementation and handover. 
Annex 10: 	IFRC Programmes Control Self Assessment This checklist summarises the audit requirements on programmes for CBI. Managers considering CBI should ensure that the checklist is completed. 
Annex 11:	Request for Payment Template
Annex 12: 	Service Delivery Note
Annex 13: 	Cash Procurement Templates
Annex 14: 	Digital signatures






[bookmark: _Toc531339756]Abbreviations/acronyms/Terms/DEfinitions
The IFRC uses the CaLP Glossary of Terms and where there are alternatives IFRC as a member of the Cash Peer Working Group will use Cash Based Interventions (CBI), Multi-Purpose Cash Grants (MPG) and Unrestricted (e.g. no requirements or limitation on what the funds transfers can be spent on).
	Abbreviation
	Meaning

	AML
	Anti-Money Laundering

	ATM
	Automated Teller Machine (for cash withdrawals)

	CaLP
	The Cash Learning Partnership 

	Cash Transfer
	Finance: The movement of cash to an NS to enable it to implement IFRC programmes
Programmes: The provision of assistance in the form of money (either physical currency or e-cash) to beneficiaries (individuals, households or communities). 

	Cash Disbursement
	Finance: Payments to external parties through financial intermediaries
Programmes: The movement of cash to the recipient (individuals, households or communities).

	Cash Plus
	This term refers to complementary programming where CTP is combined with other modalities or activities. Examples might include provision of training and/or livelihood inputs, or behavioral change communication programmes. 

	CBA
	Comparative Bid Analysis or Cash Based Assistance 

	CBI
	Cash Based Interventions

	CBP
	Cash Based Programme

	CCT
	Conditional Cash Transfer

	CEA
	Community Engagement and Accountability

	CFW
	Cash for Work

	CiE
	Cash in Emergencies

	CTP
	Cash transfer programming

	CoC
	Committee on Contracts

	CWG
	Cash Working Group

	DC(PRR)
	IFRC Disaster and Crisis (Preparedness, Response & Recovery) Department

	DN
	Delivery Note

	DREF
	Disaster Response Emergency Fund

	EA
	Emergency Appeal

	Encashment
	Cash distribution, regardless of whether it is carried out directly by the agency or through financial service providers, will be referred to as encashment.

	EoI
	Expression of Interest

	ERUs
	Emergency Response teams

	FA
	Framework Agreement

	FACT
	Field Assessment & Coordination Team

	FERST
	Field Early Recovery Surge Team

	FFA
	Framework Funding Agreement

	FSP
	Financial Service Provider

	GRN
	Goods Received Note

	HNS
	Host National Society

	IFRC Secretariat:
	Refers to the entire IFRC Secretariat structure (Geneva Office, Regional Offices, Country Cluster Support Teams and country offices)

	IFRC
	International Federation of Red Cross and Red Crescent Societies

	KYC
	Know Your Customer

	LPSCM
	LPSCM (L), Procurement (P) and Supply Chain Management (SCM) Dept

	LR
	LPSCM Requisition 

	MAG
	Market Assessment Guidance 

	MBI
	Market Based Interventions

	MoU
	Memorandum of Understanding

	MPG
	Multi-Purpose Cash Grant

	MSR
	Minimum Security Requirements

	NFI
	Non- Food Item

	NGO
	Non-Governmental Organization

	NS
	National Society

	OE
	Operating Environment is the feasibility, speed and scale to which CBI can be implemented and relates specifically to the movement of cash into the operation for distribution to the affect communities.

	PIN
	Personal Identification Number

	PFA
	Project Funding Agreement

	PMER
	Planning Monitoring Evaluation and Reporting

	PNS
	Partner National Society

	PoA
	IFRC Plan of Action

	PoS
	Point of Sale Device

	SIM card
	Subscriber Identity Module used by mobile phones to make them function

	RAM
	Rapid Assessment of Markets

	Regional Office:
	refers to the IFRC Secretariat structure in one of the five Regions of the IFRC with the mandate for IFRC Secretariat operations and programmes within that geographic jurisdiction

	RCM:
	Red Cross Red Crescent Movement; refers to International Committee of the Red Cross (ICRC), the International Federation Secretariat, plus its member Red Cross and Red Crescent National Societies

	RFI
	Request for Information

	RFP
	Request for Payment (Finance) or Request for Proposal (LPSCM)

	RFU
	Regional Finance Units

	ROA
	Response Options Analysis

	SDN
	Service Delivery Note

	SRA
	Security Risk Assessment

	SOPs
	Standard Operating Procedures

	SoW
	Scope of Work

	UCT
	Unrestricted Cash Transfer

	VfM
	Value for Money






[bookmark: _Toc184704495][bookmark: _Toc184803157][bookmark: _Toc185929071][bookmark: _Toc185929993][bookmark: _Toc185930094][bookmark: _Toc301532501][bookmark: _Toc352182610][bookmark: _Toc352182894]
[bookmark: _Toc531339757]Related documents
IFRC Secretariat management policies, processes and procedures can be found on FedNet at https://fednet.ifrc.org/en/ourifrc/about-the-federation/ppp/ 
	File No.
	Department
	Name
	Version

	207
	Finance and Administration
	Cash Based Programming Finance Procedures and Guidance 28/10/2015  FedNet
	V1.0 2015

	222
	Finance and Administration
	Cash Disbursement Guidelines FedNet 
	V1.0 2016

	093
	LPSCM 
	Procurement Manual FedNet
	V1.2
2012


	092
	LPSCM
	Procurement guidelines FedNet
	V1.1 2011

	094
	LPSCM
	Summary of LPSCM Technical Authorisation Levels FedNet
	V1.1 2011

	160
	Legal
	Fraud and Corruption Prevention and Control Policy FedNet

	V1.0 2012



[bookmark: _Toc531339758]Document revision history
	Version
	Date
	Details

	V1-V4
	July 2012 – October 2013
	Versions coordinated by the document owner with strategic guidance and input from the CBI SOPs Steering Committee comprised of key IFRC functional leads (Key Stakeholders)

	V5
	November 2013 – January 2014
	Consultation with IFRC Zone Offices through 2 day workshop held at the Zone level and comprising of senior cross-functional representatives

	V7 – April 2014
	February 2014 – April 2014
	Version drafted incorporating feedback from the Zones and the Geneva based Steering Committee

	V8 – V13
	May 2014 – 
July 2015
	Versions updated by Finance and LPSCM and reviewed by Legal

	V13
	Final for approval – August 2015
	

	R1V0
	Dec 2017-June 2018
	35 key informant interviews with IFRC, ICRC, NS staff in management, programmes and support services (LPSCM and finance) at the global, regional and local levels.  Reviewed by Cash Directors Task Force.








[bookmark: _Toc531339759]Cash based Programming Standard Operating Procedures, July 2014 FEEDBACK FORM
As per IFRC policy, every proceedure should be reviewed and updated to reflect relevant changes in the organisation, the environment of IFRC strategy, every 2 years if no intermediate review is performed. 
Your feedback on the use and suggested updates to these procedures is therefore welcomed and will be consolidated and used when the procedures are reviewed. 
Please do send the below to the document owner of the procedures. 
Name: ________________________________________________________________________________
Organisation and function:_______________________________________________________________
Contact email:__________________________________________________________________________
Contact telephone number:_______________________________________________________________

	What has been your use of the CBP SOPs?

	



	How have the CBP SOPs been of use to you in your functional area? 
What difference have they made to the effectiveness and efficency of IFRC operations and programmes?

	




	Are there procedures or information missing? Is so, what?

	




	Do you have the capacity to fulfil the SOPs in your functional area? If no, what do you need?

	




	Any other suggestions for improvements?

	





THANK YOU

Annex 1:  Procedure 3.4.1 Commodity / cash vouchers delivered through traders / third parties
	Business process name
	Commodity and/or cash voucher distribution through traders

	Process overview
	The receipt, validation, encashment and processing of commodity and/or cash voucher distributions for a response

	CBI modality
	Commodity and/or cash vouchers that are paper-based or electronic (e-vouchers) 

	CBI delivery mechanism
	Distribution through a third party – in this case a trader, wholesaler, distributer such as a shop or supermarket, service provider etc. 

	Pre-conditions
	· Analysis of the Operating Environment 
· Relevant sections of the IFRC Risk Management Checklist are completed and accompany the PoA (Annex 2) 
· Functioning markets and commodities/services available in appropriate quantity and quality
· Appropriate and preferred by the targeted communities
· IFRC standard contract and general/specific conditions for agreements with traders/third parties (Annex 4)

	Preferred action
	Use of the IFRC Data Management Platform[footnoteRef:23] (steps in blue in the process flow chart) [23:  Currently IFRC has a global Frame Work agreement for one platform, in the future there may be more than one system and a selection of the most appropriate system will need to occur, the Global Cash team can support with this.] 



	Flow of events

	Action
	Lead responsibility

	Market Assessment & Analysis
LPSCM leads the market assessment and analysis process with regards to market systems, market chains, traders and service providers, collects the market information, analyses the market information and reports the findings.

Programmes will identify the markets and goods/services to be assessed and set the objectives that define the scope of the assessment (which also determines if a light touch or in-depth approach should be taken) and helps to define the market information to be collected. 

Programmes and Finance may identify Financial Service Providers in addition to those identified and recommended by LPSCM.  Finance may also help define the market information to be collected from FSPs.

For the methodology of market assessment and analysis please see the RC/RC Movement Market Assessment Guidance (MAG), the Rapid Assessment of Markets (RAM) guidance and the Cash in Emergencies Toolkit.

The IFRC Data Management Platform can be used to collate and manage Market price monitoring data.  There are plans to digitalize RAM using ODK forms and integrate it with the Data Management Platform.

Module 2_3 Rapid Market Assessment  CP: M2_3_3_2 Market Assessment Report
2. Vouchers Box: 3. Traders Experience, capacity
	LPSCM / Programmes and Finance














	FSP Mapping and Regulatory Landscape
LPSCM leads the FSP mapping process, collects the supplier and regulatory information, analyses the market information and reports the findings.

Programmes will identify the markets and goods/services to be assessed and set the objectives that define the scope of the assessment and helps to define the FSP and regulatory information to be collected. 

Programmes and Finance may identify Financial Service Providers in addition to those identified and recommended by LPSCM.  Finance may also help define the information to be collected from FSPs.

For the methodology of financial services assessment please see the RCM Market Assessment Guidance (MAG) and the Cash in Emergencies Toolkit.  Tap into any existing mapping and secondary data through CaLP[footnoteRef:24] and any in-country Cash Working Group (CWG) [24:  http://www.cashlearning.org/resources/library/1185-delivery-guide-financial-service-provider-assessment-tool ] 

Module 2_4_1 Assess Financial Services  CP: M2_4_1_3 Mapping Service Providers
	LPSCM and/or procurement / Programmes and Finance

	Existing suitable Voucher Framework Agreement
If the cash feasibility assessment indicated vouchers as the preferred modality and there is an existing Frame work agreement, check the functionality against the programme requirements to check that it is fit for purpose then refer to the specific delivery mechanism SOPs related to being able to access the services. 
It is most likely that the Framework Agreement would be for (a) voucher printing or (b) an e-voucher platform[footnoteRef:25].  It may still be necessary for procurement to conduct a tender to establish the network of vendors to provide encashment services. In some cases, a framework agreement might be in place e.g. a large supermarket chain with gift cards. [25:  There are electronic voucher platforms available that use smart cards to record entitlements and require traders to have the relevant hardware/software to be able to read the card and allow the recipient to redeem their voucher for goods and services and the card balance is updated accordingly.] 

	LPSCM / Programmes and Finance/Treasury

	No existing suitable Voucher Framework Agreement 
Draft the programmatic requirements for the voucher and or voucher encashment service to outline: beneficiary needs and circumstances; programme requirements; donor requirements; regulatory landscape.  See the Cash in Emergencies Toolkit 
Refer to the RCRCM CTP Guidelines: Guidance Sheet 3 Voucher Transfer and Guidance Sheet 5 Seed Voucher Fairs.
Module 4_3 Service Provider: M4_3_1_5 Assessing Service Providers Checklist
2. Voucher Box: Road Map for Vouchers; 2. Voucher Specific Risks & Mitigations
	Programmes

	LPSCM requisition (LR) including criteria/specifications and validated as per IFRC procedures
Programmes provide requirements and specifications arising from the assessment and cash feasibility stage as well as the distribution plan
Finance establish financial criteria in compliance with the IFRC Banking and Currency Procedures
Completed LR is passed to Procurement for processing
The thresholds for authorisation should be:
· Commodity vouchers – Value of goods and fees to be charged by suppliers
· Value vouchers – Service fees to be charged by suppliers

Gift cards are considered to be value vouchers but they often have no service fees.  Gift cards or value vouchers with a zero fee can be purchased directly for the gift cards of total aggregated value of less than CHF 1’000, gift cards are permitted to be purchased directly from retailers and distributed to the recipients. Otherwise gift cards are subject to the standard IFRC procurement procedures. This is because procurement looks at the quality and appropriateness of the supplier and product and not just at cost.  If there is only one provider in country then the sole sourcing waiver may be requested. 
More information in the cash section of the IFRC Procurement Manual) 

2. Voucher Box: 3. Traders experience, capacity; 3. Selection Questionnaire; 5. Value Card Requirements Checklist; 6. Vendor Selection Criteria
	Programmes, Finance and Procurement and LPSCM 

	Validation approval in line with expenditure procedure 
As detailed in the IFRC CBP Financial Procedures and Guidance and as per normal procedures, any requisition needs to be validated by finance before any commitments[footnoteRef:26] are communicated to beneficiaries.  [26:  Cash feasibility, needs assessment and other pre-work to plan and implement CBI doesn’t count as a commitment and no guarantees around implementation should be given to recipients before this step.] 

	Finance

	Procurement process 
Refer to the process flow chart and table in Annex 3

	

	Complete programme design, Transfer value, Community Engagement & Accountability (CEA) and distribution plan 
After having selected the most feasible and appropriate response for your voucher intervention, you will need to set it up and implement it. This process starts with planning the intervention, defining ways of working, establishing mechanisms for internal and external coordination as well as for communicating with beneficiaries. The implementation phase includes identifying and registering beneficiaries, as well as carrying out distributions and encashment. 

Module M4_0 Road Map for Implementation. M4_0a Module 4 Guide. M4_2_0 BCA Road Map. M3_2_0 Transfer Value Road Map. 
 CP: M3_2_1_1 Transfer Value Calculation; M4_1_1_1 Operational Plan; M4_2_1_1 BCA Plan; M4_2_5 Feedback and Complaints Mechanism; 
	Programmes & CEA

	Vendor Voucher Encashment Training
Vendors will need to receive training on the programme methodology and their roles and responsibilities: how to authenticate vouchers, and what do about fraudulent vouchers; process vouchers so that the entitlement is redeemed and any remaining balance updated to reflect this; trouble shoot and know how to get technical support; collect proof or receipt; perform the reconciliation and produce an encashment report. Where a technology platform is used, vendors will also need to understand how to use this, how to trouble shoot and how to obtain encashment technical support.
2. Vouchers Box: 7. Voucher Sensitisation
	Programmes

	Market Monitoring
LPSCM leads the market monitoring process, collects the market information, analyses the market information and reports the findings.

Programmes will use the information to evaluate the programme design and make adjustments as necessary. 

Market monitoring includes monitoring the prices, the availability and quality of goods and services.

Price monitoring is relatively quick and easy and is a good proxy indicator of how the markets are functioning.  The programme will need to respond to significant price changes through the contingency plans[footnoteRef:27].   [27:  This may include increasing the cash grant value to ensure spending power if there is inflation, switching to in-kind goods, etc. ] 


Quality and availability monitoring particularly for commodity vouchers is important to ensure contractual agreements are upheld and recipients can access products and services that are fit for purpose.

Market monitoring is a regular (weekly or monthly) recurring task.  The first iteration often happens right at the beginning of the project when setting the transfer value. It is good practice to ensure that a market monitoring is undertaken just before first distribution or encashment and then periodically to ensure that transfer value is still valid as well as monitoring any market distortion.

The IFRC Data Management Platform can be used to collate and manage Market price monitoring data.  There are plans to digitalize RAM using ODK forms and integrate with the Data Management Platform.

Module M5_3 Market Monitoring.  Module M5_3_2 Monitor Price Data
 CP: M5_3_1_1 PDM Market Survey; M5_3_2_5 Organising market price Data
	Procurement and/or LPSCM / Programmes

	Beneficiary registration
Programmes manages community registration and distribution planning. CBI delegate or function will ensure communities are well informed of the registration process and that questions, feedback and complaints are responded to and acted upon promptly.

In most cases the beneficiary data will need to be converted to an electronic format (at least in an Excel spreadsheet).  To improve the speed and quality of the registration data collected it is strongly recommended to complete registration electronically through smart phones or tablets, using appropriate software platforms.  This is more efficient, reduces the risk of typing errors or missing information and the full list can be available directly in an electronic format.

An important step in the process is the cleaning of the data, this is including, ensuring all fields are complete, critical data such as full name is accurate (e.g. used by FSP for KYC checks), data types are consistent, checking for duplicates etc. These needs to be done regardless of whether registration was a manual or electronic process. Appropriate software platforms have the ability to help flag for errors, duplicate records, etc. The final product is a clean beneficiary list.

M4_4_0 Registration Road Map:  CP: M4_4_1_2 Beneficiary List;
	Programmes & Data Management System

	Creation/Allocation of vouchers
Ideally IFRC will use a plastic card/voucher to an agreed IFRC specification and have these pre-stocked[footnoteRef:28] [28:  LPSCM will provide inventory management of the pre-stocked cards in line with the delivery mechanism SOPs related to the framework agreement.] 

Each voucher should have a unique identifier that can be matched against the proof of receipt provided back by the trader / third party
If to be locally procured its crucial to ensure vouchers cannot be copied and that anti-tampering measures taken as is feasible in context.

Vouchers which could be implemented as paper or as smart cards can also be produced by the programme team using a voucher platform such as the IFRC Data Management Platform.

Vouchers should be in the local language as well as the official IFRC operating language.

2. Voucher Box: 1. Tips to Design Vouchers
	Trader/third party or IFRC (Programmes with procurement and/or LPSCM managing the procurement)

	Distribution Planning 
Distribution is the physical transfer of an item which can include: in-kind assistance; items related to the chosen payment mechanism (e.g. paper vouchers or smart cards); or a combination of these. 
Where a voucher is distributed alone or together with goods, IFRC Cash Based Programming Financial Procedures and Guidance apply with regards to segregation of roles and internal controls related to registration, distribution, complaints and reconciliation activities.  A person cannot undertake consecutive activities in the chain.
Where a voucher is provided by the IFRC, appropriate receipt of payment documentation must be obtained.  Information required includes:  name of person receiving payment, their ID, their confirmation of receipt, the amount received and the signatures of person making the payment and the person verifying the payment.
Data management systems can automate this process both for speed and quality assurance.  Manual signatures or finger prints are being replaced with technology including: digital signature; digital fingerprints, iris or facial recognition and Personal Identification Numbers (PIN).  See annex 14 for more detail on digital signatures
The Waybill /Delivery Note (DN) provided by LPSCM should be signed to confirm that the vouchers or smart cards provided by LPSCM were delivered on time, in full or not in which case any deviations should be noted. This will be part of the reconciliation process.
Programming to provide technical support and monitoring alongside the distributions as necessary and outlined in the PoA
Obtain specific IT support systems skills if necessary when using a voucher platform that use new technologies

Programmes will ensure communities are well informed in advance of the distribution process, including delays and have a means to ask questions, provide feedback or raise complaints before, during and after the distribution process.

M4_5_0 Distribution & Encashment Road Map: 
 CP: M4_5_2_4 Distribution Plan; M4_5_3_3 Distribution Requisition Form; M4_5_2_7 Waybill; 
2. Voucher Box: 8. Voucher Distribution Template
	Programmes & Data Management System



	Encashment (plan and process)

Encashment refers to the step where the recipient redeems the voucher with the trader.  Programmes generates an electronic file (including final beneficiary list and distribution plan with quantities per beneficiary and planned dates for distribution).  Depending on how the voucher programme is designed this might just mean information at household level with expected distribution/redemption date to be shared with traders for their stock management.  It might also mean production of a list electronically or in paper format against which the trader checks the beneficiary name and ID.  If a voucher platform, such as the IFRC Data Management Platform is used then the encashment plan will be created within the platform and the traders will access this when the smart card or e-voucher is scanned.  The vendor may still need to be informed of the encashment plan ahead of time to ensure sufficient stocks.

The third party / transfer company must also obtain the proof of receipt or be able to show this through their records the encashment of the voucher when it is redeemed for goods/services and/or cash by the recipient. This is specified in the IFRC Standard Contract and Conditions for third parties / transfer companies (see condition 2.2(a)) in Annex 4. Programming should monitor compliance throughout the project.


Module M4_5_0 Distribution & Encashment Road Map. 
M4_5_3_3 Encashment Plan; M4_5_4_2 Encashment List; M4_5_4_3 Encashment Report;
2.Voucher Box: 9. Voucher Redemption Template
	Programmes 

	Stock Management
The traders contracted to perform encashment services will need to be made aware of how many people they can expect and when so that they can ensure that they have sufficient items to redeem the vouchers.  The encashment plan should be shared with the traders with sufficient time for them to manage the stock holding, order more goods, and allow for delivery.  The smaller and more rural a trader is the more notice they may need. It may also be necessary to plan together with the traders and to adjust the distribution and encashment schedules to not overwhelm the shops and to prevent recipients being unable to redeem vouchers due to low or no stocks. Typically, recipients will try to redeem the vouchers soon after receiving them so spreading out the distribution may help.
Market Based Interventions (MBI) might be appropriate here if the market assessment and analysis revealed that the local supply chain is hindered due to loss of credit for traders, or lack of storage etc and MBI can help provide better, more timely access to goods
	Trader/third party 

	Ongoing distribution of vouchers 
To ensure appropriate segregation of duties, a minimum of two people (one making the transfer of the voucher and one checking) must be involved in any voucher distribution, ideally rotated on a regular basis and from separate teams. Please see the CBP Financial Procedures and Guidance.
Programming to provide technical support and monitoring alongside the distributions as necessary and outlined in the PoA

2. Voucher Box: 8. Voucher Distribution Template
	Programmes

	Technical support to beneficiaries
Programmers provide the necessary support to beneficiaries to be able to redeem the voucher appropriately and especially where conditionality and instalments are provided e.g. for shelter reconstruction or for livelihoods strengthening.  There should be a mechanism in place for recipients to seek support and help if a problem is encountered e.g. a hot-line, community-based volunteer etc.
	Programmes and CEA

	Technical Support to Traders

Programmers provide the necessary support to traders to be complete the redemption of the voucher appropriately, particularly around: responsibility for validating the authenticity of vouchers, proof of receipt and supporting documents, reconciliation and the use of any technology.
	Programmes

	Distribution lists confirming receipt of vouchers 
Cash and/or Relief Delegate/function manages the distribution and confirmation of receipt when IFRC or a NS has distributed the vouchers. For segregation of duty there  should be different team members involved in (a) preparation of the distribution list (b) distributing the voucher and  getting the distribution list signed (c) overseeing and checking the distribution process
Beneficiaries must sign confirmation of receipt during the distribution process (signed distribution lists)
For each beneficiary receipt sheet (not each individual signature), the person making the payment and the person checking should both sign to confirm they have witnessed this distribution
This receipt can be obtained by the IFRC (programming) as above or proof of receipt may be obtained from the trader who will proceed with the encashment of the voucher if the IFRC is not involved in the distribution. This is specified in the IFRC Standard Contract and Conditions for goods suppliers (see condition 2.3a) in Annex 4. Trader documentation should be approved by Finance and potentially Audit and attached to the contract. Programming should monitor compliance throughout the project

 CP: Module 4 Implementation M4_5_2_3 Distribution List template
	Programmes

	Booking provision when vouchers distributed – to reflect IFRC obligation
	Finance

	Beneficiary redeems cash and/or commodity voucher 
CBI delegate/function and programming team monitor that beneficiaries are able to encash vouchers. It must be communicated to traders and beneficiaries that any attempt of fraud or corruption will lead to their removal from the beneficiary lists and end of contract for the trader/third party. Any acceptance of fake vouchers will not be reimbursed by IFRC and is the responsibility of the trader, as specified in the contract.
	Trader / third party

	Reconciliation of vouchers and encashment / Validation of Reconciliation 
Reconciliation as per the IFRC contract and voucher encashment timeframes. A control should be agreed with finance as to the frequency of financial validation of reconciliation (weekly/daily depending on encashment plan) if not stated in the Grant Agreement or PFA/FFA. Reconciliation includes checks that no fraudulent/fake vouchers were presented as well as reconciliation with data from the programming teams monitoring systems. This includes unused vouchers (where possible).
From CTP procedural perspective gift cards work differently from other voucher-based programmes where gift card reconciliation is not required. 
Programmes provides proof of receipt and delivery of the voucher as well as the return[footnoteRef:29] of the physical voucher collected by the trader where applicable.  [29:  This will be a requirement for paper vouchers but not necessarily for electronic vouchers where the transaction has an electronic record made in the voucher software.] 

Finance validates the reconciliation
Procurement and/or LPSCM ensures agreed contractual terms and conditions have been met by the supplier.
Module M4_5_5 Reconciliation Road Map:  CP M4_5_5_4 Third Party Reconciliation
	Programmes, Finance and LPSCM

	Voucher Disposal
Used vouchers that form part of the reconciliation process should be kept by finance as part of the documentation for auditing purposes for as long as it required and then disposed of.
Any unused vouchers that can be reused in another programme should be returned to stock. E-vouchers or smart cards may require programme information to be deleted before returning to stock.
Any unused voucher that cannot be repurposed or vouchers that have met the audit requirements for storage should be disposed of securely.  Paper vouchers should be shredded. E-vouchers should be wiped and deactivated.  Where possible the vouchers should be recycled and/or disposed of in an environmentally friendly way.
	Programmes / Finance.

	Monitoring & Evaluation 
CBI delegate/function manages monitoring to ensure beneficiaries can redeem vouchers through Traders.
Ongoing process and impact monitoring by programmes throughout the project which may or may not lead to project plan adaptation this should include analysis of questions, feedback and complains received from communities.    
Post-distribution monitoring conducted including outputs and outcome monitoring
Module M5_0 M&E Road Map. M5_2_0 Programme Monitoring Road Map. M5_4_0 CTP Evaluation Road Map:
 CP M5_1_1_1 Log Frame; M5_2_2_1 Encashment Site Observation; 
 CP 2. Voucher Box: 1. Voucher Fair Exit Beneficiaries; Voucher Fair Exit Traders or 3. Voucher PDM Households; 4. Voucher PDM Traders.

	Programmes
(including PMER function)

	Monthly[footnoteRef:30] Invoice  [30:  IFRC standard terms are monthly invoices from suppliers however a shorter payment period can be agreed on and authorized by finance, legal and procurement during the tendering and contracting phase.] 

Traders generates monthly invoice for goods/cash provided against the vouchers
Finance receives, registers invoice, validated against reconciliation and executes the payment.
As per normal IFRC procedures with appropriate internal control and segregation of duties
Agreed documents to be provided along with the invoice which show a unique identifier (RCM reference number or ID[footnoteRef:31] number), if allowed the names[footnoteRef:32] of person receiving the payment, a signature or digital signature[footnoteRef:33] plus the amount and the signatures of the person making the payment and the person verifying the payment. If this proof of receipt is provided by the trader it must meet the IFRC needs as stipulated in the contract [31:  This could be a national or RCM ID card or an agreed other agency ID card e.g. UNHCR where they are mandated to register refugees]  [32:  Depending on data protection, political context e.g. refugees and/or country laws related to the sharing/exporting of personal data the invoice supporting documentation data will need to be agreed as part of the tendering and contracting process and agreed by Finance.]  [33:  Could be a digital signature or finger print or confirmation from the system that the correct PIN or biometrics has provided by the recipient. ] 

See IFRC CBP Finance Procedures and Guidance for accounting transaction details
	3rd party / financial intermediary Finance / programmes

	Receive payment 
Against the monthly invoice for services provided.
	Third party / financial intermediary

	Final reconciliation of Traders 
At the end of a programme. Traders financial reconciliation report. Payment to or return any loaned technology e.g. smart card scanners as necessary by trader as per contract
In order to settle and finalize the payment, the regular process of paying a supplier invoice should be followed as well as the following documents which will need to be provided: 
The copy of contract/agreement or MoU with the third party / financial intermediary
The copy of the request for payment 
Final beneficiary list[footnoteRef:34] [34:  Depending on data protection, political context e.g. refugees and/or country laws related to the sharing/exporting of personal data the invoice supporting documentation data will need to be considered as part of the tendering and contracting process and agreed by Finance.
] 

Confirmation of beneficiary receipt/encashment from the IFRC or the third party as per IFRC procedures
	Programmes and validation by finance

	Final report to agreed template
Finance validates final financial report as per standard IFRC procedures
PMER checks the final report as per standard IFRC procedures
 CP: M5_4_3_1 Evaluation Report
	Programmes (narrative), Finance (financial) and PMER

	Post- conditions
	Final voucher distribution report including evidence of beneficiary receipt
Financial and narrative reconciliation report generated
Data from beneficiary feedback and complaint mechanisms are registered in the database
Markets price monitoring over time is registered in the database
Procurement and/or LPSCM assesses the supplier performance (historical data for future operations)
Filing and archiving of relevant substantiating documentation for auditing purposes





Annex 2:  procedure 3.4.2 CBP distribution through traders / third parties  

	Business process name
	CBI distribution through third parties/transfer companies

	Process overview
	The receipt, validation, encashment and monitoring of cash distributions through a third party for an emergency appeal with an existing contract or by procurement of services

	CBI modality
	Cash grants (conditional or unconditional), cash for work payments

	CBI delivery mechanism
	Through a third-party provider such as a bank, mobile phone company, remittance company. The transfer can be physical or electronic (e.g. mobile money, e-transfers). There are many terms used for a third-party provider that include transfer company, e-transfer agent, service provider and financial intermediary

	Pre-conditions
	· Analysis of the Operating Environment completed.
· Cash feasibility and the relevant sections of the IFRC Risk Management Checklist are completed and accompany the PoA (Annex 2)
· Guidance and controls on data entry and management
· Functioning markets and commodities available in appropriate quantity and quality 
· Appropriate and preferred by the targeted communities
· IFRC standard contract and general/specific conditions for agreements with traders/third parties (Annex 4)


	Preferred action
	Use of the IFRC Data Management Platform[footnoteRef:35] to transfer data to third party (steps in blue in the process flow chart) [35:  Currently IFRC has a global Frame Work agreement for one platform, in the future there may be more than one system and a selection of the most appropriate system will need to occur, the Global Cash team can support with this.] 



	Flow of events

	Action
	Lead responsibility

	Market Assessment & Analysis	Comment by Claire DURHAM: CORALIE can you check this as I have rewritten the section based on comments received.
LPSCM leads the market assessment and analysis process with regards to market systems, market chains, traders and service providers, collects the market information, analyses the market information and reports the findings.

Programmes will identify the markets and goods/services to be assessed and set the objectives that define the scope of the assessment (which also determines if a light touch or in-depth approach should be taken) and helps to define the market information to be collected. 

Programmes and Finance may identify Financial Service Providers in addition to those identified and recommended by LPSCM.  Finance may also help define the market information to be collected from FSPs.

For the methodology of market assessment and analysis please see the RC/RC Movement Market Assessment Guidance (MAG), the Rapid Assessment of Markets (RAM) guidance and the Cash in Emergencies Toolkit.

The IFRC Data Management Platform can be used to collate and manage Market price monitoring data.

Module 2_3 Rapid Market Assessment  CP: M2_3_3_2 Market Assessment Report
	Procurement and/or LPSCM / Programmes and Finance

	FSP Mapping and Regulatory Landscape	Comment by Claire DURHAM: CORALIE – can you check this section as I have rewritten based on comments and feedback
LPSCM leads the FSP mapping process, collects the supplier and regulatory information, analyses the market information and reports the findings.

Programmes will identify the markets and goods/services to be assessed and set the objectives that define the scope of the assessment and helps to define the FSP and regulatory information to be collected. 

Programmes and Finance may identify Financial Service Providers in addition to those identified and recommended by LPSCM.  Finance may also help define the information to be collected from FSPs.

For the methodology of financial services assessment please see the RCM Market Assessment Guidance (MAG) and the Cash in Emergencies Toolkit.  Tap into any existing mapping and secondary data through CaLP[footnoteRef:36] and any in-country Cash Working Group (CWG) [36:  http://www.cashlearning.org/resources/library/1185-delivery-guide-financial-service-provider-assessment-tool ] 

Module 2_4_1 Assess Financial Services  CP: M2_4_1_3 Mapping Service Providers
	LPSCM and/or procurement / Programmes and Finance

	Existing suitable FSP Framework Agreement
If the cash feasibility assessment indicated a delivery mechanism and there is an existing Frame work agreement, check the functionality against the programme requirements to check that it is fit for purpose then refer to the delivery mechanism SOPs to be able to access the services
	Procurement and/or LPSCM / Programmes

	No existing suitable FSP Framework Agreement 
Draft the programmatic requirements for the FSP or delivery mechanism to outline: beneficiary needs and circumstances; programme requirements; donor requirements; regulatory landscape.  See the Cash in Emergencies Toolkit 
Module 4_3 Service Provider  CP: M4_3_1_1 M4_3_1_2 M4_3_1_3 FSP Requirements.
	Programmes – Project Manager

	LPSCM requisition (including criteria/specifications and validated as per IFRC procedures) 
Programmes provide requirements and specifications arising from the assessment and cash feasibility stage as well as the distribution plan
Finance establish financial criteria in compliance with the IFRC Banking and Currency Procedures
IT may have requirements for software/hardware and data integrity or protection issues
Legal may have additional data protection requirements or contractual obligation that should be included
Completed LR is passed to Procurement for processing
The thresholds for authorisation should only consider the total service fees (bank, postal services, encashment service etc.) charged by the third party / transfer company for the full contract: (more information in the cash section of the IFRC Procurement Manual) 
	Programmes, Finance and Procurement and LPSCM

	Validation approval of requisition in line with expenditure authorization procedure 
As detailed in the IFRC CBP Financial Procedures and Guidance and as per normal procedures, any requisition needs to be validated by finance before any commitments[footnoteRef:37] are communicated to beneficiaries [37:  Cash feasibility, needs assessment and other pre-work to plan and implement CBI doesn’t count as a commitment and no guarantees around implementation should be given to recipients before this step.] 

	Finance

	Expression of Interest (EoI) or Request for Information (RFI) / Financial Intermediary Assessment[footnoteRef:38] [38:  Where possible the EoI/Financial intermediary assessment and procurement will be separate steps but where time is constrained e.g. in an emergency context we can combine these two steps into one and both the financial health and the technical solution will be evaluated as part of the tender process.] 

IFRC can only work with FSPs that have been assessed for risk & reputation, reliability and solvency.  An Expression of Interest requires interested FSP to submit finance and audit information to allow a financial risk analysis to determine if this is a supplier we are to work with.  Only suppliers who are approved by Finance will be included in any procurement process.
	Finance (and LPSCM)

	Procurement process 
Refer to Annex 3  Procurement process flow chart 3.4.2.1 and the IFRC procurement manual

	Procurement 

	Complete programme design, Transfer value, Community Engagement & Accountability (CEA) and distribution plan
After having selected the most feasible and appropriate response for your cash intervention, you will need to set it up and implement it. This process starts with planning the intervention, defining ways of working, establishing mechanisms for internal and external coordination as well as for communicating with beneficiaries. The implementation phase includes identifying and registering communities, as well as carrying out distributions and encashment. 
Module M4_0 Road Map for Implementation. M4_0a Module 4 Guide. M4_2_0 BCA Road Map. M3_2_0 Transfer Value Road Map. 
 CP: M3_2_1_1 Transfer Value Calculation; M4_1_1_1 Operational Plan; M4_2_1_1 BCA Plan; M4_2_5 Feedback and Complaints Mechanism; 
	Programmes and CEA

	Market Monitoring
LPSCM leads the market monitoring process, collects the market information, analyses the market information and reports the findings.

Programmes will use the information to evaluate the programme design and make adjustments as necessary. 

Market monitoring includes monitoring prices, the availability and quality of goods.

Price monitoring is relatively quick and easy and is a good proxy indicator of how the markets are functioning.  The programme will need to respond to significant price changes through the contingency plans[footnoteRef:39].   [39:  This may include increasing the cash grant value to ensure spending power if there is inflation, switching to in-kind goods, etc. ] 


Market monitoring is a regular (weekly or monthly) recurring task.  The first iteration often happens right at the beginning of the project when setting the transfer value. It is good practice to ensure that a market monitoring is undertaken just before first distribution or encashment and then periodically to ensure that transfer value is still valid as well as monitoring any market distortion.

The IFRC Data Management Platform can be used to collate and manage Market Price monitoring data.
Module M5_3 Market Monitoring.  Module M5_3_2 Monitor Price Data
 CP: M5_3_1_1 PDM Market Survey; M5_3_2_5 Organising market price Data
	Procurement and/or LPSCM / Programmes

	Beneficiary registration
Programmes manages community registration and distribution planning. CBI delegate or function will ensure communities are well informed of the registration process and that questions, feedback and complaints are responded to and acted upon promptly.

In most cases the beneficiary data will need to be converted to an electronic format (at least in an Excel spreadsheet).  To improve the speed and quality of the registration data collected it is strongly recommended to complete registration electronically through smart phones or tablets, using appropriate software platforms.  This is more efficient, reduces the risk of typing errors or missing information and the full list can be available directly in an electronic format.

An important step in the process is the cleaning of the data, this is including, ensuring all fields are complete, critical data such as full name is accurate (e.g. used by FSP for KYC checks), data types are consistent, checking for duplicates etc. These needs to be done regardless of whether registration was a manual or electronic process. Appropriate software platforms have the ability to help flag for errors, duplicate records, etc. The final product is a clean beneficiary list.

M4_4_0 Registration Road Map:  CP: M4_4_1_2 Beneficiary List;
	Programmes & Data Management System

	Distribution Planning 
 Distribution is the physical transfer of an item which can include: in-kind assistance; items related to the chosen payment mechanism (e.g. SIM cards, debit cards); or a combination of these. 
Where an item such as a SIM card or debit card is distributed alone or together with goods, IFRC Cash Based Programming Financial Procedures and Guidance apply with regards to segregation of roles and internal controls related to registration, distribution, complaints and reconciliation activities.  A person cannot undertake consecutive activities in the chain.
Where an item such as a SIM card or debit card is provided by the IFRC, appropriate receipt of payment documentation must be obtained.  Information required includes:  name of person receiving payment, their ID, their confirmation of receipt, the amount received and the signatures of person making the payment and the person verifying the payment.
Data management systems can automate this process both for speed and quality assurance.  Manual signatures or finger prints are being replaced with technology including: digital signature; digital fingerprints, iris or facial recognition and Personal Identification Numbers (PIN).  See annex 14 for more detail on digital signatures
The Waybill /Delivery Note (DN) provided by LPSCM should be signed to confirm that the SIM cards or debit cards provided by LPSCM were delivered on time, in full or not in which case any deviations should be noted. This will be part of the reconciliation process.
Programming to provide technical support and monitoring alongside the distributions as necessary and outlined in the PoA.
Programmes will ensure communities are well informed in advance of the distribution process, including delays and have a means to ask questions, provide feedback or raise complaints before, during and after the distribution process.
M4_5_0 Distribution & Encashment Road Map: 
 CP: M4_5_2_4 Distribution Plan; M4_5_3_3 Encashment Plan; M4_5_2_6 Distribution Requisition Form; M4_5_4_1 Payment Order; M4_5_4_2 Encashment List; M4_5_4_3 Encashment Report
	Programmes & Data Management System

	Request for Payment
This is the movement of funds to an FSP for disbursement to the targeted communities.
A timely request needs to be submitted using the document (Annex 7) for a distribution, or set of distributions, as this request will move to being part of the monthly request, so plan to request all the funds required to meet the distributions within that period.  Refer to the cash pipeline for the country of operation to understand how long it will take for the funds to be transferred and allow enough time for the transfer.  The reconciliation process will need to be completed before the next Request of Payment transfer will happen.  Beneficiary names do not need to be included at this stage.
Refer to the Operating Environment: Monthly Forecasting Request Cycle, Cash Pipeline and Reconciliation steps for more details.
	Programmes 

	Validation of Request for Payment and confirmation of transfer
Validated and approved in line with expenditure authorisation policy and are also depending on the payment arrangements agreed with the 3rd party/ financial intermediary and detailed in the contract.  The third Party will confirm receipt of the funds transfers as agreed in the contract. Beneficiary names do not need to be included at this stage.


	Finance /  
Third party / transfer company

	Encashment plan 
Generate electronic file (including final beneficiary list and encashment plan with quantities per beneficiary and planned dates for encashment) Programme team generates electronic beneficiary file and transfers to 3rd party / financial intermediary as per contract and to enable transfer to beneficiaries.

Module M4_5_0 Distribution & Encashment Road Map. 
 CP: M4_5_2_4 Distribution Plan; M4_5_3_3 Encashment Plan; M4_5_2_6 Distribution Requisition Form; M4_5_4_1 Payment Order; M4_5_4_2 Encashment List; M4_5_4_3 Encashment Report;

	Programmes 

	Execute money transfer to beneficiaries
Third party / transfer company executes payments to recipient as per agreed service provision and obtaining required proof of receipt (stipulated in the contract)
	Third party / transfer company

	Technical support to beneficiaries
Programmers provide the necessary support to recipients to be able to access the cash grant particularly where unfamiliar technology e.g. ATM cards are being used, as well as support to utilize the cash transfer appropriately and especially where conditionality and instalments are provided e.g. for shelter reconstruction, housing rental or for livelihoods strengthening.    There should be a mechanism in place for recipients to seek support and help if a problem is encountered e.g. a hot-line, community-based volunteer etc.
	Programmes

	Reconciliation of disbursed funds / validation of reconciliation
Reconciliation process as defined in the PFA must be followed.  A more detailed reconciliation step-by-step process can be defined in the specific delivery mechanism SOPs.
Programmes provides proof of receipt and delivery of the cash transfer.  A Service Delivery Note (SDN) in Annex 12 should be completed confirming the quantities transferred by the FSP against the encashment plan and note any deviations or discrepancies to the transfer, this ensures the FSP only gets paid for services provided.
Finance validates the reconciliation
Procurement and/or LPSCM ensures agreed contractual terms and conditions have been met by the supplier.
In case of an existing balance a refund or sweeping back of funds may be requested if applicable
Module M4_5_5 Reconciliation Road Map:  CP M4_5_5_4 Third Party Reconciliation
	Programmes, Finance and LPSCM

	Monthly[footnoteRef:40] Invoice  [40:  IFRC standard terms are monthly invoices from suppliers however a shorter payment period can be agreed on and authorized by finance, legal and procurement during the tendering and contracting phase.] 

Third party generates monthly invoice for services provided.
Finance receives, registers invoice, validated against reconciliation and executes the payment.
	3rd party / financial intermediary Finance 

	Receive payment
Against the monthly invoice for services provided
	Third party / financial intermediary

	Monitoring & Evaluation 
CBI delegate/function manages monitoring to ensure beneficiaries can access monies via third parties
Ongoing process and impact monitoring by programmes throughout the project which may or may not lead to project plan adaptation, this should include analysis of questions, feedback and complains received from communities.    
Post-distribution monitoring conducted including outputs and outcome monitoring
Module M5_0 M&E Road Map. M5_2_0 Programme Monitoring Road Map. M5_4_0 CTP Evaluation Road Map:
 CP M5_1_1_1 Log Frame; M5_2_2_1 Encashment Site Observation; M5_2_3_2 PDM Unconditional CTP Survey; M_5_2_3_4 Conditional CTP Survey
	Programmes
(including PMER function)

	Final reconciliation of third party / transfer company account 
Third party / financial intermediary financial reconciliation report. Payment to or return of funds as necessary by 3rd party / financial intermediary as per contract
In order to settle and finalise the payment, the following documents will need to be provided: 
The copy of contract/agreement or MoU with the third party / financial intermediary
The copy of the request for payment 
Final beneficiary list[footnoteRef:41] [41:  Depending on data protection, political context e.g. refugees and/or country laws related to the sharing/exporting of personal data the invoice supporting documentation data will need to be agreed as part of the tendering and contracting process and agreed by Finance.
] 

Confirmation of beneficiary receipt/encashment from the IFRC or the third party as per IFRC procedures
	Programmes and validation by finance

	Final report to agreed template
Finance validates final financial report as per standard IFRC procedures
PMER checks the final report as per standard IFRC procedures
 CP: M5_4_3_1 Evaluation Report
	Programmes (narrative), Finance (financial) and PMER

	Post- conditions
	Market price monitoring over time is registered in the database
Final distribution report including evidence of beneficiary receipt
Filing and archiving of relevant substantiating documentation for auditing purposes




































Annex 3: procedure 3.4.2.1 procurement   of third party transfer / voucher encashment services 
“(E)very purchasing act must satisfy the following five criteria: to buy goods or services of the right quality, in the right quantity, from the right source, at the right time and at the right price.’[footnoteRef:42].  [42:  Definition from the Chartered Institute of Purchasing and Supply (CIPS)] 

[image: ]
The procurement process is designed to evaluate the goods and services offered against our needs.  The programme defines what is “right” in terms of what service we need, when and where we need it. Price comes last because often a trade of in terms of appropriateness, a lower quality service may be cheaper, or it might be cheaper because it doesn’t have the full agent network we need in the geographical area we are working in.  Price of course is a considered factor both because of the budgetary limits we may have but also lower costs of services means we can assist more people, we just need to be sure that the assistance is still appropriate and doesn’t cause issues for the recipients such as longer traveling time or poor connectivity affecting cashing out.

	Business process name
	Procurement of third parties/transfer companies or Vendor voucher encashment services.

	Process overview
	Defining requirements of the service, issuing of the tender package, evaluation of the third party/financial intermediaries in terms of suppliers (a) we can work with and (b) who most closely meet our service requirements, selection and contracting for the provision of services to implement Cash-based Interventions.  The size, scale and type of procurement will determine whether the procurement is conducted at the local, regional or global level.  Refer to the IFRC Procurement Manual for more details.  This is should be clear to everyone prior to the starting the procurement process.  If it is not, then this should be clarified with Procurement and/or LPSCM[footnoteRef:43] and the Global Cash Team. [43:  Start with Procurement and/or LPSCM at the country level or the Regional LPSCM Unit (RLU)] 


	CBI modality
	Cash grants (conditional or unconditional), cash for work payments, cash and commodity vouchers

	CBI delivery mechanism
	Through a third-party provider such as a bank, mobile phone company, remittance company and voucher providers (physical/paper and electronic). The transfer can be physical or electronic (e.g. mobile money, e-transfers). There are many terms used for a third-party provider that include transfer company, e-transfer agent, service provider and financial intermediary.  
Or voucher encashment services through a network of traders who provide a service to exchange the voucher (paper or electronic) in their shop for goods or cash in-line with the voucher value.

	Pre-conditions
	Relevant steps of the 3.4.2 CBI Distribution Through Third Parties / Transfer Companies process flow or the 3.4.1 Commodity and/or cash voucher distribution through traders have been undertaken
LPSCM Requisition (including criteria / specifications) completed and sent to LPSCM.  For vouchers there should be a separate LR for the provision of vouchers and for the provision of voucher encashment services if these will be provided by different entities.
For Third Parties/Transfer Companies:  Expression of Interest and Financial intermediary assessment undertaken to produce a list of FSPs to be invited to tender or agreed process of who/how to invite FSPs e.g. newspaper advert 
For Voucher encashment services: These types of services might be unfamiliar with the concept of a humanitarian voucher service and what this requires of them. It might be useful to have an open meeting with all interested suppliers prior to the launch of the tender to clarify this and to explain what any support is will be provided particularly around: responsibility for validating the authenticity of vouchers, proof of receipt and supporting documents, reconciliation and the use of any technology.
IFRC Procurement Manual and the CBI annex.
IFRC standard contract and general/specific conditions for agreements with traders/third parties (Annex 4)


	Flow of events

	Action
	Lead responsibility

	Prioritized Requirements
Detailed programmatic requirements will need to be developed to convey to the FSPs what we need from a product and/or service we require to implement CBI.
Requirements should be prioritized and categorized as (a) Mandatory (an FSP must be able to provide this) and (b) Preferred (nice to have).  Suppliers will be expected to meet all mandatory requirements to be considered eligible.
Determining this prioritization and weighting and how to evaluate responses before launching the tender should make the procurement process smoother.
A Scope of Work (SoW) document detailing: background; purpose; duties; deliverables and quality standards will also need to be drafted by Programmes to provide an outline and context to the services providers to help them understand what is required of them
Visual information such as a drawing the design of a prepaid cards with emblems etc. can also be provided to assist the service provider in understanding our needs.
Determining this prioritization and weighting and how to evaluate responses before launching the tender should make the procurement process smoother.
Finally, a cost breakdown template will need to be developed from the standard template, so that we can be clear on what fees are being charged, where and to whom (e.g. to IFRC or to recipient as point of encashment etc.).  A standard template will help to compare one supplier against another and for us to evaluate true cost and Value for Money (VfM)
And technology that the supplier with use that either (a) they need to provide or (b) will be loaned as part of the contract should be clearly outlined.
See the Cash in Emergencies Toolkit and Annex 13 for cash procurement templates
Module 4_3 Service Provider
 CP: M4_3_1_1; M4_3_1_2; M4_3_1_3 FSP Requirements; M4_3_2_1 Service Provider Scope of Work
2. Voucher Box: Roadmap for vouchers 1. ACF Selecting Traders for Vouchers; Trader experience, capacity 5. Value card requirements checklist
	IT / Legal / Finance / Programmes – Project Manager

	Launch RFI or Expression of interest / short list of FSPs for tender
RFI/EoI process is lead and managed by LPSCM as per IFRC procurement procedures
LPSCM will collate the information from Finance to be used in the RFI and share with FSPs.
Finance will perform a financial and risk evaluation against the responses from suppliers and will issue the final shortlist of successful suppliers to LPSCM who will be invited to tender.
	LPSCM / Finance

	Issue Tender / RFQ
Tender process is lead and managed by LPSCM as per IFRC procurement procedures
LPSCM will collate the information from Programmes, Finance, Legal and IT into the templates used in tendering.  Input from programmes to ensure the information is clear, correct and complete will be required, this includes reviewing the final tender pack prior to launch.

For voucher encashment services we may need to include guidance on what support can be provided by IFRC / NS to shops who are being asked to participate for vendors unfamiliar with the modality.

2. Voucher Box: 1. Tips to design vouchers 2. Contract template 3. Selection questionnaire 4. Trader Assessment form 6. Vendor selection criteria.

	LPSCM with Programmes


	Issue Tender to assessed/approved FSP / Publish Bid Notice Publicly
As per IFRC procurement procedures Procurement and/or LPSCM will issue the tender to (a) the list of FSPs identified in the FSP mapping and regulatory landscape step in 3.4.2 CBI Distribution Through Third Parties / Transfer Companies process flow or (b) a public advert e.g. in a newspaper. This Should be discussed and agree prior to the launch of the bid.  Where the approach does not meet IFRC standard procurement procedures for a valid reason e.g. regulatory compliance, a request for exception should be applied for, this can take time so it should be addressed early in the process. 
	LPSCM (and Finance and Programmes)

	Tender response
As per IFRC procurement procedures and authorisation levels the tender package will give instruction to suppliers on how the bid must be made (e.g. sealed enveloped) and the deadline for response.  Suppliers not meeting these criteria will be excluded from the tender.
	Made by the third party / transfer company

	Prepare Comparative Bid Analysis (CBA) / Committee on Contracts (CoC)
As per standard IFRC procurement procedures and authorisation levels.  LPSCM has Cash CBA templates (Annex 13)

For Voucher encashment services there may need to be a vendor verification step prior to the to the CBA recommendations to be sure that particularly for smaller vendors can answer any concerns about their participation. 

2. Voucher Box: 3. Selection questionnaire 4. Trader Assessment form 6. Vendor selection criteria.

	Procurement and/or LPSCM 

	Review CBA and include recommendations into CBA preparations
This may need to be adjusted by Procurement and/or LPSCM with input from Finance (for the finance evaluation criteria) and programmes (for the technical evaluation criteria) to ensure that it matches with the requirements and SoW
	Procurement and/or LPSCM with Programmes and Finance

	Financial intermediary assessment (for third party /transfer companies only)
If this has not been conducted as a separate pre-tender step in 3.4.2 CBI Distribution Through Third Parties / Transfer Companies process flow (e.g. due to the humanitarian imperative and speed to respond requires this and the tender process were combined) then the financial criteria will be analyzed first and only FSPs meeting this will have their technical solution assessed.
	Finance

	CBA final approval (by appropriate authorization level)
All IFRC standard procurement procedures apply and authorization will be made by the appropriate level and process.
Suppliers will be evaluated in terms of (a) can we work with the supplier (regulatory, reputationally, and solvency) (b) does this supplier meet our needs (c) ranking suppliers again who bets meets our needs.  The analysis and recommendations will be documented as part of the open and transparent process.  All information provided in the bids and as part of the analysis is commercially sensitive and confidential.
Programmes approves the CBA meets programming criteria and Finance approves CBA meets Finance criteria
LPSCM role is to ensure that approval is in line with Procurement procedures
Final approval of the financial intermediary rests with Geneva Finance as per the IFRC Banking and Currency Procedures

2. Voucher Box: Selection questionnaire 4. Trader Assessment form 6. Vendor selection criteria.

	Programmes–Project Manager
and Finance

	Contract with third party / transfer company (using IFRC standard contract Annex 4) and review contract.
The IFRC standard contract along with the general and specific conditions should be the starting point for all third party/transfer companies contracting. However, the complexity of some of the services required means it is likely that this template will need to be adjusted. It may be possible to use a contract template from the FSP, in which case Legal would also review and approve this approach if the contract safe guards the IFRC and doesn’t not contain any unreasonable clauses.  In any case Legal will review and working with programmes will ensure the contract drafted is suitable.  This step is important to ensure that the programme is delivered as planned and to protect the interests of the recipients and the IFRC therefore it may take up to two week to complete.

2. Voucher Box: 2. Contract template 
	Legal (with input from Programmes)

	E-contracts
All contracts need to be processed through the IFRC’s electronic contracting system for drafting, review, approval and storage) in line with the Contracts Approval matrix (CAM). The timeline is typically 5-10 working days.

	LPSCM (and CAM)

	Confirm and sign contract
	Third party / transfer company

	Draft Standard Operating Procedures (SOPs) for delivery mechanism
These are practical steps and activities required to access and implement CBI through the specific contracts delivery mechanism. A simple SoP, similar in structure to this document should be drafted to be clear on the roles and responsibilities of users and the order of steps in the process that allows the financial services to be accessed to complete the implementation of the CBI.

	Programmes 

	Reviews and Agrees SOPs	
All user groups should be consulted to review and revise the draft SOPs, with agreement and sign off given.  This should be a clear and simple operational document, based on the services requested in the tender and in-line with the contractual agreements so it should be straightforward to draft, revise and approve at the country level.
	Programme / IT / Finance / Procurement and/or LPSCM

	Post- conditions
	Final CBI report including information and justification for FSP evaluation and selection.
Filing and archiving of relevant substantiating documentation for auditing purposes
















annex 4: procedure 3.4.3 cbp through direct cash distributions by the ifrc                      
	Business process name
	CBI through direct cash distributions

	Process overview
	The receipt, validation and processing of direct cash transfers for an Emergency Appeal

	CBI modality
	Cash grants (conditional or unconditional), cash for work payments

	CBI delivery mechanism
	Direct cash distribution (sometimes referred to as cash in envelopes) uses actual currency with the IFRC delivering this directly into people’s hands. If this is done using an e-transfer agent or third party to distribute the cash grants refer to section 3.4.2

	Pre-conditions
	· Operating Environment Analysis completed
· Cash Feasibility Assessment and the relevant sections of the IFRC Risk Management Checklist are completed and accompany the PoA (Annex 2)
· Functioning markets and commodities available in appropriate quantity and quality
· Appropriate and preferred by targeted communities
· Guidance and controls on data entry and management


	Preferred action
	Use of the IFRC Data Management Platform[footnoteRef:44] to transfer data to third party (steps in blue in the process flow chart) [44:  Currently IFRC has a global Frame Work agreement for one platform, in the future there may be more than one system and a selection of the most appropriate system will need to occur, the Global Cash team can support with this.] 


	Flow of events

	Action
	Lead responsibility

	Market Assessment & Analysis
LPSCM leads the market assessment and analysis process with regards to market systems, market chains, traders and service providers, collects the market information, analyses the market information and reports the findings.

Programmes will identify the markets and goods/services to be assessed and set the objectives that define the scope of the assessment (which also determines if a light touch or in-depth approach should be taken) and helps to define the market information to be collected. 

For the methodology of market assessment and analysis please see the RC/RC Movement Market Assessment Guidance (MAG), the Rapid Assessment of Markets (RAM) guidance and the Cash in Emergencies Toolkit.

The IFRC Data Management Platform can be used to collate and manage Market price monitoring data.

Module 2_3 Rapid Market Assessment CP: M2_3_3_2 Market Assessment Report
	Procurement and/or LPSCM / Programmes

	Complete programme design, Transfer value, Community Engagement & Accountability (CEA) and distribution plan After having selected the most feasible and appropriate response for your cash        intervention, you will need to set it up and implement it. This process starts with planning the intervention, defining ways of working, establishing mechanisms for internal and external coordination as well as for communicating with beneficiaries. The implementation phase includes identifying and registering beneficiaries, as well as carrying out distributions and encashment. 
Consideration and discussion with finance and Insurance Unit (Geneva) of options available for direct cash distributions. The IFRCs current insurance policy covers certain limited features up to certain values and additional insurance cover can be quoted for and arranged 
Module M4_0 Road Map for Implementation. M4_0a Module 4 Guide. M4_2_0 BCA Road Map. M3_2_0 Transfer Value Road Map. 
CP: M3_2_1_1 Transfer Value Calculation; M4_1_1_1 Operational Plan; M4_2_1_1 BCA Plan; M4_2_5 Feedback and Complaints Mechanism; 
	Programmes and CEA

	Market Monitoring
LPSCM leads the market monitoring process, collects the market information, analyses the market information and reports the findings.

Programmes will use the information to evaluate the programme design and make adjustments as necessary. 

Market monitoring includes monitoring prices, the availability and quality of goods.

Price monitoring is relatively quick and easy and is a good proxy indicator of how the markets are functioning.  The programme will need to respond to significant price changes through the contingency plans[footnoteRef:45].   [45:  This may include increasing the cash grant value to ensure spending power if there is inflation, switching to in-kind goods, etc. ] 


Market monitoring is a regular (weekly or monthly) recurring task.  The first iteration often happens right at the beginning of the project when setting the transfer value. It is good practice to ensure that a market monitoring is undertaken just before first distribution or encashment and then periodically to ensure that transfer value is still valid as well as monitoring any market distortion.

The IFRC Data Management Platform can be used to collate and manage Market Price monitoring data.

Module M5_3 Market Monitoring.  Module M5_3_2 Monitor Price Data
CP: M5_3_1_1 PDM Market Survey; M5_3_2_5 Organising market price Data
	Procurement and/or LPSCM / Programmes

	Insurance for Cash
Insurance for the movement of cash is mandatory and the encashment process needs to be designed within the limits of sums insured.
Summary of Global Transport and Warehousing can be found here
The cost of insurance will need to be included as part of the programme budget. For a quotation for cash insurance, contact the IFRC Global Insurance Unit Insurance Unit insurance.unit@ifrc.org
The insurance unit must fully understand the distribution plan, who will be transporting the money, how much and when so they can provide any additionally required information to be declared to the insure and at what point in the process to ensure adequate cover is in place.
The limits of sums insured are:
Bank notes (IFRC official cash/transport) 
Per person alone                                     CHF 250’000
Per two persons together                        CHF 500’000
Bank notes in safe                                   CHF 500’000

	Programmes / Geneva Insurance Dept

	Beneficiary registration
Programmes manages community registration and distribution planning. CBI delegate or function will ensure communities are well informed of the registration process and that questions, feedback and complaints are responded to and acted upon promptly.

In most cases the beneficiary data will need to be converted to an electronic format (at least in an Excel spreadsheet).  To improve the speed and quality of the registration data collected it is strongly recommended to complete registration electronically through smart phones or tablets, using appropriate software platforms.  This is more efficient, reduces the risk of typing errors or missing information and the full list can be available directly in an electronic format.

An important step in the process is the cleaning of the data, this is including, ensuring all fields are complete, critical data such as full name is accurate (e.g. used by FSP for KYC checks), data types are consistent, checking for duplicates etc. These needs to be done regardless of whether registration was a manual or electronic process. Appropriate software platforms have the ability to help flag for errors, duplicate records, etc. The final product is a clean beneficiary list.

M4_4_0 Registration Road Map: CP: M4_4_1_2 Beneficiary List;
	Programmes & Data Management System

	Distribution Planning 
Distribution is the physical transfer of an item which can include: in-kind assistance; cash in envelopes or a combination of these. 
Where direct cash is distributed alone or together with goods, IFRC Cash Based Programming Financial Procedures and Guidance apply with regards to segregation of roles and internal controls related to registration, distribution, complaints and reconciliation activities.  A person cannot undertake consecutive activities in the chain.
Where direct cash is provided by the IFRC, appropriate receipt of payment documentation must be obtained.  Information required includes:  name of person receiving payment, their ID, their confirmation of receipt, the amount received and the signatures of person making the payment and the person verifying the payment.
Data management systems can automate this process both for speed and quality assurance.  Manual signatures or finger prints are being replaced with technology including: digital signature; digital fingerprints, iris or facial recognition and Personal Identification Numbers (PIN).  See annex 14 for more detail on digital signatures
Programming to provide technical support and monitoring alongside the distributions as necessary and outlined in the PoA.
Programmes will ensure communities are well informed in advance of the distribution process, including delays and have a means to ask questions, provide feedback or raise complaints before, during and after the distribution process.

M4_5_0 Distribution & Encashment Road Map: CP: M4_5_2_4 Distribution Plan; M4_5_3_3 Encashment Plan; M4_5_2_6 Distribution Requisition Form; M4_5_4_1 Payment Order; M4_5_4_2 Encashment List; M4_5_4_3 Encashment Report
	Programmes & Data Management System

	Request for Payment
This is the movement of funds to a NS to IFRC country office. A timely request needs to be submitted using the document (Annex 7) for a distribution, or set of distributions, as this request will move to being part of the monthly request, forecast for all the funds required to meet the distributions within that period.  Refer to the cash pipeline for the country of operation to understand how long it will take for the funds to be transferred and allow enough time for the transfer.  The reconciliation process will need to be completed before the next Request of Payment transfer will happen.  Beneficiary names do not need to be included at this stage.

Refer to the Operating Environment: Monthly Forecasting Request Cycle, Cash Pipeline and Reconciliation steps for more details.

	Programmes – Project Manager

	Validation of Request for Payment and confirmation of transfer
Validated and approved in line with expenditure authorisation policy and are also depending on the payment arrangements agreed with in the Grant agreement /PFA, FFA.
	Finance /
IFRC Country office / NS

	Encashment plan Generate electronic file (including final beneficiary list and distribution plan with quantities per beneficiary and planned dates for distribution) Programme team generates electronic beneficiary file to enable transfer to beneficiaries.

Module M4_5_0 Distribution & Encashment Road Map. CP: M4_5_2_4 Distribution Plan; M4_5_3_3 Encashment Plan; M4_5_2_6 Distribution Requisition Form; M4_5_4_1 Payment Order; M4_5_4_2 Encashment List; M4_5_4_3 Encashment Report;
	Programmes 

	Ongoing distribution of goods and/or cash transfers
Where goods and cash are stored and distributed together, IFRC standard procedures apply with regards to segregation of roles and internal controls. Please see the CBP Financial Procedures and for further details and accounting transaction details.
A standard IFRC key internal control is that no more than CHF 50,000[footnoteRef:46] should be issued in any one direct cash distribution. This ceiling can be increased when specific approval is obtained from Geneva finance and security departments  [46:  As per the Cash Based Programming Financial Procedures and Guidance] 


	Programmes / Finance / NS

	Technical support to beneficiaries
Programmers provide the necessary support to recipients to be able to utilize the cash transfer appropriately and especially where conditionality and instalments are provided e.g. for shelter reconstruction, housing rental or for livelihoods strengthening.  instalments are provided e.g. for shelter reconstruction or for livelihoods strengthening.  There should be a mechanism in place for recipients to seek support and help if a problem is encountered e.g. a hot-line, community-based volunteer etc.

	Programmes

	Reconciliation of disbursed funds / validation of reconciliation
Reconciliation process as defined in the PFA must be followed.
Programmes provides proof of receipt and delivery of the cash transfer
Finance validates the reconciliation
In case of an existing balance a refund or sweeping back of funds may be requested if applicable
Module M4_5_5 Reconciliation Road Map: CP M4_5_5_5 Cash Reconciliation
	Programmes, Finance

	Monitoring & Evaluation 
CBI delegate/function manages monitoring to ensure beneficiaries can and have received cash grants or cash for work payments.
Ongoing process and impact monitoring by programmes throughout the project which may or may not lead to project plan adaptation, this should include analysis of questions, feedback and complains received from communities.    
Post-distribution monitoring conducted including outputs and outcome monitoring
Module M5_0 M&E Road Map. M5_2_0 Programme Monitoring Road Map. M5_4_0 CTP Evaluation Road Map:
M5_1_1_1 Log Frame; M5_2_2_1 Encashment Site Observation; M5_2_3_2 PDM Unconditional CTP Survey; M_5_2_3_4 Conditional CTP Survey
	Programmes
(including PMER function)

	Final report to agreed template
Finance validates final financial report as per standard IFRC procedures
PMER/PED checks the final report as per standard IFRC procedures
CP: M5_4_3_1 Evaluation Report
	Programmes (narrative), Finance (financial) and PMER

	Post- conditions
	Final distribution report including evidence of beneficiary receipt
Markets price monitoring over time is registered in the database
Beneficiary feedback and complaints mechanism is registered in the database
Filing and archiving of relevant substantiating documentation for auditing purposes
Security conditions for cash distribution
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Annex 6  M4_3_3_2 Contract requirements e-transfer checklist
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Annex 7.  IFRC Standard Contract Template
This model agreement for cash transfer services consists of three parts:1) The standard legal contract, 2) Annex A, the general terms and conditions, usually applicable to all service agreements and 3) Annex B and C, the specific terms, depending on the delivery mechanism that will be used for the CBP. . 
This standard contract is designed to support rapid and initial programming by providing a template that has been developed and pre-approved by the IFRC Legal Department. Please note that if the terms and conditions need to be adapted for particular situations, the legal department should be contacted. That being said, it is not advisable to change any of the general terms and conditions  
Please note that highlighted areas need to be filled in, prior to signature. Please note the authorization and approval levels and follow procedures for signature of the agreement, as per the Contract Approval Matrix (available on Fednet.)
Agreement for Cash Transfer Services
	Agreement entered into between 
the International Federation of Red Cross and Red Crescent Societies 
(‘Federation’)
and
(insert name of service provider)
(‘Service Provider’)


	IFRC address and contact details
	(insert relevant address, depending on which office is executing this contract)

	Service provider address and contact details
	(insert relevant address with all contact details) 

	Service Provider Bank Account Details 
	Payee name and address:
Bank account number
Bank account currency:
IBAN and SWIFT code:
Bank name and address:
Note: All transfers for this contract must be made to this account, and changes to the account details must be formalized by an addendum to the contract.



	1. Service
	(insert relevant information on service provided including all roles and responsibilities undertaken by the Service Provider and amounts involved. The whole project description may be added in an annex as well.) (the ‘Services’)

	2. Term 
	This Agreement shall commence on (insert date) and shall expire on (insert date), unless sooner terminated under the terms of this Agreement.

	3. Service Fee
	As full consideration for the Services performed by the Service Provider under the terms of this Agreement, upon certification that the Services have been satisfactorily performed, the IFRC shall pay the Service Provider: 
a total fee of (insert total amount) broke down as follows: (insert any transaction fee, unit cost in case of good or list of prices etc.)
Payment schedule as follows: (insert amounts and dates of instalments)
Payment will be made to the account designated in the Service Provider’s relevant invoice.

	4.	Terms and conditions
	This Agreement is subject to the attached General Terms and Conditions as Annex A, and in addition, the specific terms as applicable to the type of service to be provided in the following annexes, as Annexes B and C:
☐ cash and/or commodity vouchers
☐ cash distribution through a third party/transfer company 
Please tick the appropriate box to indicate clearly the type of services and the additional conditions applicable to such service. 

	5. Special Conditions / Amendments to the General Terms and Conditions Amended and/ or additional clauses
	[Parties may, depending on the context include special conditions of contract to be read in conjunction with the General Terms and Conditions of Contract and /or may explicitly modify the General Terms and Conditions subject to the approval of Legal Affairs].  
 Example of an amendment: 
Clause 3 (g) of the General Terms and Conditions is deleted.  
Clause 4 (b) replaced with xxxxxxxxxxxxxx




	For the IFRC 

	Name and title
	Date
	Signature

	

	



	

	

	For the Service Provider
I acknowledge that I have read and accept all terms and conditions of this agreement, including the attached General Terms and Conditions and specific conditions as per the annexes.

	Name and Title
	Date
	Signature

	

	



	



ANNEX A:  GENERAL TERMS AND CONDITIONS
1.	LEGAL STATUS
	The Service Provider shall be considered as having the legal status of an independent service provider. Agents or employees of the Service Provider shall not be considered in any respect as being employed or in any manner officials or staff members of the IFRC.
2. 	ASSIGNMENT OF PERSONNEL
	The Service Provider shall not assign any persons other than those accepted by the IFRC for work performed under this Agreement.
3.	OBLIGATIONS
	The Service Provider and all individuals assigned by it to perform services under this Agreement:
(a) Shall neither seek nor accept instructions from any authority external to the IFRC in connection with the performance of its/their Services under this Agreement. 
(b) Shall refrain from any action which may adversely affect the IFRC and shall fulfil its/their commitments with the fullest regard for the interests of the IFRC. 
(c) Shall assure compliance with all applicable laws of the country where the Service Provider is registered as well as those in which the activities are performed.
(d) Assure that all duties are conducted with integrity, free from any taint of dishonesty or corruption and that all persons are respected equally without any distinction or discrimination based on nationality, race, gender, religious beliefs, class or political opinions.
(e) Shall not advertise or otherwise utilize to its/their advantage the fact that it is or has been a service provider with the IFRC.
(f) Shall not, in any manner whatsoever use the name, emblem or official seal of the IFRC or any abbreviation of the name of the IFRC in connection with its business or otherwise, except as required for the fulfilment of its contractual duties hereunder and then only with the express prior written approval of the IFRC Secretary General or his/her designate.
(g) Shall not communicate at any time to any other person (legal or natural), Government, National Society or authority external to the IFRC any information known to it/them by reason of its/their association with the IFRC which has not been made public, except in the course of their duties or by authorisation of the IFRC Secretary General or his/her designate; nor shall service providers or assigned individuals at any time use such information to its/their private advantage. 
(h) When performing the services on IFRC premises or at any location when representing the IFRC, shall act in a manner consistent with the values of the International Red Cross and Red Crescent Movement and shall abide by the rules of conduct set out in the IFRC’s Code of Conduct (a copy of which has been provided by the IFRC).  The Service Provider acknowledges and accepts that any violation of these rules of conduct by it or any individual assigned by it to perform services on its behalf shall be considered breach of an essential term of this contract.
(i) The obligations set out in sub-clauses (e), (f) and (g) above shall continue upon expiration or termination of this Agreement with the IFRC.	
4. REPRESENTATIONS AND WARRANTIES
	The Service Provider represents and warrants: 
(a) It is not engaged in the sale or manufacture, either directly or indirectly, of anti-personnel mines or any components produced primarily for the operation thereof.
(b) To ensure the respect of internationally agreed core labour standards, e.g. the ILO core labour standards, conventions on freedom of association and collective bargaining, elimination of forced and compulsory labour, elimination of discrimination in respect of employment and occupation, and the abolition of child labour.
(c) It is not engaged in any practice inconsistent with the rights set forth in the Convention on the Rights of the Child, including the requirement that children be protected from performing any work that is likely to be hazardous, to interfere with their education, or to be harmful to their health and development.
(d) It respects the basic social rights and working conditions of its employees, servants, agents and sub-service providers.
(e) There are no material claims or allegations outstanding against the service provider that might adversely affect the Federation or its reputation.
5.	TITLE RIGHTS
(a) During the term of this Agreement, the Service Provider shall disclose to the IFRC all ideas, inventions, business plans or any other materials developed by it during the term of this Agreement as a consequence of the services provided to the IFRC by the Service Provider.
(b) The IFRC shall be entitled to all property rights including but not limited to patents, copyrights and trademarks, with regard to material which bears a direct relation to, or is made in consequence of, the services provided to the IFRC by the Service Provider. At the request of the IFRC, the Service Provider shall assist in securing such property rights and transferring them to the IFRC in compliance with the requirements of applicable law. At the request of the IFRC, the Service Provider shall take all necessary steps, execute all necessary documents and generally assist in securing such property rights and transferring them to the IFRC in compliance with the requirements of applicable law.
(c) All materials prepared as well as, all data collected and processed in the course of the Service Provider’s work for the IFRC is the property of the IFRC. Such information cannot be used by the Service Provider for any purpose, other than that agreed under the terms of this Agreement, without the prior written approval of the IFRC Secretary General or his/her designate.
(d) Title to any equipment and supplies which may be furnished by the IFRC shall rest with the IFRC and any such equipment shall be returned to the IFRC as soon as possible, when no longer needed by the Service provider. In any event, all equipment and supplies must be returned to the IFRC upon the termination or expiration of this Agreement. Such equipment, when returned to the IFRC, shall be in the same condition as when delivered to the Service Provider, subject to normal wear and tear. The Service Provider bears all responsibility for lost or damaged equipment and supplies.
6.	TAX EXEMPTION
	The Service Provider’s fee shall reflect any tax exemption to which the IFRC is entitled by reason of any immunities which it enjoys.  If it is subsequently determined that any taxes which have been included invoiced are not required to be paid, the IFRC shall deduct the amount from the service fee or, if it has paid any such taxes, it shall be refunded by the Service Provider.
7. 	DELAY
	Without prejudice to clause 8 below, if the Services have not been completed during the agreed time period, any additional costs or damages incurred by the IFRC due to such delay may be withheld from any amounts owed to the Service Provider.
8.	TERMINATION 
(a) This Agreement may be terminated at any time by either party before the expiry date of the Agreement by giving written notice to the other party. The period of notice shall be five days in the case of agreements for a total period of less than two months and fourteen days in the case of agreements for a longer period.
(b) This Agreement may be terminated by the IFRC with immediate effect at any time if the Service Provider has breached any of his contractual obligations with the IFRC or if in the reasonable opinion of the IFRC the service provider has brought or is reasonably likely to bring the Red Cross/Red Crescent Movement’s reputation into disrepute.
(c) In the event of the Agreement being terminated prior to its due expiry date in this way, the Service Provider shall be compensated on a pro rata basis for no more than the actual amount of work performed to the satisfaction of the IFRC. Additional costs or damages incurred by the IFRC resulting from the termination of this Agreement by the Service Provider or by the IFRC in accordance with para (b) above, may be withheld from any amount otherwise due to the Service Provider by the IFRC.
9.	BANKRUPTCY
	Should the Service Provider file any petition for bankruptcy, or should the Service Provider make a general assignment for the benefit of its creditors, or should a receiver be appointed on account of the Service Provider’s insolvency, the IFRC may under the terms of this Agreement, terminate the same forthwith by giving the Service Provider written notice of such termination
10.	FORCE MAJEURE
	Force majeure, as used herein, shall mean acts of God, laws or regulations, industrial disturbances, acts of the public enemy, civil disturbances, explosions and any other similar cause of equivalent force not caused by, nor within the control of either party, and which neither party is able to overcome.  As soon as possible after the occurrence of the force majeure and within not more than 15 days, the Service Provider shall give notice and full particulars in writing to the IFRC of such force majeure if the Service Provider is thereby rendered unable, wholly or in part, to perform his obligations and meet his responsibilities under this Agreement. The IFRC shall then have the right to terminate this Agreement by giving in writing seven days notice of termination to the Service Provider, and the Service Provider shall return any deposit paid by the IFRC.
11.	INDEMNIFICATION AND INSURANCE
(a) The Service Provider shall indemnify, hold harmless and defend at its own expense the IFRC, its officers, agents and employees from and against all suits, claims, demands and liability of any nature or kind, including costs and expenses, arising out of acts or omissions of the Service Provider or its employees in the performance of this Agreement.
(b) The Service Provider shall provide and thereafter maintain for the duration of this Agreement and any extension thereof all appropriate workmen’s compensation insurance and furnish proof to the satisfaction of the IFRC of adequate liability insurance (including as relevant employers liability insurance, comprehensive general liability insurance, automobile liability insurance and professional liability insurance). The Service Provider shall further provide such health and medical insurance for its agents or employees as the service provider may consider advisable.
(c) The Service Provider shall maintain adequate insurance coverage in order to indemnify the IFRC for the full or partial loss of any amount of the funds, as a result of theft, or loss by any other means. The Service Provider shall provide the IFRC with proof of such insurance coverage on the date of the conclusion of an agreement and thereafter at the request of the IFRC.
12.	OFFICIALS NOT TO BENEFIT
	The Service Provider represents and warrants that no official of the IFRC has been, or shall be, admitted by the Service Provider to any direct or indirect benefit arising from this Agreement or the award thereof. The Service Provider agrees that breach of this provision is a breach of an essential term of this Agreement.
13.	AMENDMENTS AND ASSIGNMENTS
	No change in or modification of this contract shall be made except by prior written agreement between the Service Provider and the IFRC’s authorised representative. The Service Provider shall not assign, transfer, pledge, sub-contract or make other disposition of this Agreement or any part thereof, or of any the Service Provider’s rights, claims or obligations under this contract except with the prior written consent of the IFRC.
14.	ARBITRATION
	Any dispute, controversy or claim arising out of or relating to this contract, or the breach, termination or invalidity thereof, shall be settled by arbitration in accordance with the UNCITRAL Arbitration Rules as at present in force. The place of arbitration shall Geneva, Switzerland, and the language to be used in the arbitral proceedings shall be English.  The arbitral tribunal shall have no authority to award punitive damages.  The parties agree to be bound by any arbitration award rendered in accordance with this paragraph as final adjudication of any such dispute, controversy, or claim.
15. 	GOVERNING LAW
	This Agreement shall be governed by Swiss law. 
16.	FEDERATION PRIVILEGES AND IMMUNITIES
	Nothing in or relating to this contract shall constitute or be deemed a waiver, express or implied, of any of the privileges and immunities of the IFRC.


	
Note: These Special Terms and Conditions for Voucher CBP (commodity and/or cash vouchers) apply in addition to the General Terms and Conditions and are an integral part of the Service Agreement. This Annex applies to those programs where the Service Provider accepts to redeem vouchers for goods. Please note that some of these Special Terms and Conditions may vary, depending on the type of implementation and services to be undertaken – and this Annex may need to be amended accordingly. Please coordinate with the legal department in this regard.



ANNEX B:	SPECIAL TERMS AND CONDITIONS FOR GOODS SUPPLIERS 
(KNOWN AS SERVICE PROVIDER UNDER THIS AGREEMENT)
1. APPLICATION OF THIS ANNEX: The conditions as described in this Annex are complementary to the General Terms and Conditions of the IFRC, and shall be considered an integral part of the Agreement. 
2. SUPPLIER OBLIGATIONS:
In addition to the obligations stipulated in the General Terms and Conditions, the following terms and conditions shall be adhered to by the Supplier:
2.1 	Pre-conditions for redemption of vouchers
(a)	The Supplier shall ensure that all its resources and facilities are available to ensure voucher redemption at the agreed locations;
(b)	The Supplier shall provide  existing or ensure development of procedures for processing and reconciliation of vouchers;
(c)	The Supplier shall ensure appropriate and secure information technology systems to receive and provide information and data relating to the redemption of vouchers in compliance with national legal requirements; and
(d) The Supplier is solely and fully responsible for any and all payments to its vendors, including for services, materials, goods, rental of equipment, labour, transportation etc, in order to assure its obligations under the agreement.
(e) The Supplier shall grant access to the IFRC to stores/warehouses in order to inspect the goods, and provide samples and information as requested. 
2.2.	Conditions at time of redemption of vouchers:
(a) The Supplier shall warrant that the goods to be exchanged for vouchers are of good quality and are fit for purpose;
(b)	The Supplier shall ensure that required quantities of goods are available in the pre-agreed locations on the specified dates, to assure distribution to beneficiaries at the agreed time;
(c)	The Supplier shall ensure that all beneficiaries with vouchers shall be given access to the goods, and shall not be discriminated against, for any reason whatsoever;
(d)	The Supplier shall take all precautions to ensure that only beneficiaries with genuine vouchers shall be provided goods and shall report any instances of fake or potentially fake vouchers to the IFRC prior to the redemption of goods. The Supplier might not receive payment from the IFRC for goods redeemed against fake vouchers;
(e)	In case of any restrictions on commodities to be exchanged, this should be specified and agreed to in advance between the supplier and the IFRC, and shall be communicated properly to beneficiaries;
(f) The Supplier shall honour the term of the validity of the voucher on (insert date) and shall provide goods till the expiry of the voucher;
(g)	The vouchers on the basis of which the goods are to be provided shall not be subject to any right, charge, interest, right to compensation, guarantee, or claim of any kind against the Supplier, including from any of its trustees or creditors. The Supplier shall in no case, loan, mortgage, pledge or encumber the funds except on written instructions by the IFRC; 
(h) 	The Supplier shall receive, redeem and return the vouchers only in accordance with the Agreement;
(i) 	The Supplier shall act, or refrain from acting only on instructions, approval, consent or notice given by the IFRC pursuant to the Agreement. The Supplier shall only act on written instructions signed by an authorized representative of the IFRC; and 
(j) 	The Supplier shall secure the sites for the redemption of vouchers at its own cost.
2.3 Applicable conditions subsequent to redemption of vouchers: 
(a) 	Adequate and original records shall be maintained by the Supplier including all receipts and redemption of vouchers and other records as the IFRC may reasonably request;
(b) 	The Supplier shall provide the IFRC with written statements of accounts that list (i) all vouchers received, (ii) details of all transactions concerning redemption of vouchers. The reports shall also include any other information the IFRC may reasonably request;
(c) 	The Supplier shall immediately notify the IFRC in writing if it receives notification of any claim against the goods provided for the vouchers;
2.4	Additional Conditions:
(Please include any additional conditions, including back donor conditions, if applicable here. These conditions must be adhered to and must ‘flow-down’ to the service provider as well, and so need to be included here.)
3. OBLIGATIONS OF THE FEDERATION / SERVICE PROVIDER: (this will have to be modified according to which entity contracts with the Supplier)
(a) The IFRC shall provide to the Supplier the total number of beneficiaries, and approximate quantities that may be required per commodity. 
(b) The information shall be provided at least (x) days before the voucher is redeemable. 
(c) The IFRC shall ensure that all those issued vouchers are eligible beneficiaries.
(d) The IFRC provider shall provide a distribution timetable to the Supplier, in case of staggered redemption of vouchers, with sufficient details regarding location, quantities and timeframe. 
(e) The IFRC shall arrange for adequate additional security for voucher redemption. (optional)
(f) The IFRC shall ensure a reimbursement mechanism, with timeframe for payments to the Supplier. 
	
Note: These Special Terms and Conditions for cash transfers through third parties/transfer companies apply in addition to the General Terms and Conditions of the IFRC and are an integral part of the Service Agreement. This Annex applies to those programs where the service provider shall distribute the funds directly to beneficiaries, in the form of cash. This may also include instances where financial institutions distribute cash, through smart cards, mobile banking etc. For these specialized cash transfers, additional terms and conditions may need to be included.
Please note that some of these Special Terms and Conditions may vary, depending on the type of implementation and services to be undertaken – and this Annex may need to be amended accordingly. Please coordinate with the IFRC Legal Department in this regard. 


ANNEX C:	SPECIAL TERMS AND CONDITIONS FOR THIRD PARTIES / TRANSFER COMPANIES
1. 	APPLICATION OF THIS ANNEX: The conditions as described in this Annex are complementary to the General Terms and Conditions of the IFRC, and shall be considered an integral part of this Agreement when a third party/transfer company (such as a financial institution) facilitates the transfer of cash to beneficiaries. 
2. 	SERVICE PROVIDER OBLIGATIONS:
In addition to the obligations stipulated in the General Terms and Conditions of the IFRC, the following shall be adhered to by the Service Provider:
2.1	Pre-conditions for cash distribution:
(a) The Service Provider shall use its existing network of branches to facilitate cash transfers to beneficiaries;
(b) The Service Provider shall ensure that funds are available in the pre-agreed branches on the specified dates, to assure cash transfers to beneficiaries at the agreed time;
(c) The Service Provider shall ensure that all its resources and facilities are available to make cash transfers either at the branches or agreed distribution points;
(d) The Service Provider shall ensure development of procedures for processing and reconciliation of cash transfer data;
(e) The Service Provider shall ensure appropriate and secure information technology systems to receive and provide information and data relating to the cash transfer process in compliance with national legal requirements; and
(f) The Service Provider is solely and fully responsible for any and all payments to its vendors, including for services, materials, goods, rental of equipment, labour, transportation etc. in order to assure its obligations under the agreement. 
2.2 	Conditions at time of cash distribution: 
(a) The Service Provider shall disburse funds from the points of distribution to individual beneficiaries in accordance with agreed processes and procedures;
(b) The Service Provider may, when necessary and upon agreement of the IFRC, choose other retailers as points of distribution for the cash transfers;
(c) The funds shall not be subject to any right, charge, interest, right to compensation, guarantee, or claim of any kind against the Service Provider, including from any of its trustees or creditors. The Service Provider shall in no case, loan, mortgage, pledge or encumber the funds except on written instructions by the IFRC; 
(d) The Service Provider shall receive, hold, release and return the funds only in accordance with this Agreement.
(e) The Service Provider shall act, or refrain from acting only on instructions, approval, consent or notice given by the IFRC pursuant to this Agreement. The Service Provider shall act on written instructions signed by an authorized representative of the IFRC. 
(f) The Service Provider shall secure the sites for distribution and cash transfer at its own cost.
2.3 Conditions subsequent to cash distribution:
(a) Adequate original records shall be maintained by the Service Provider including all receipts and disbursements of cash and other records as the IFRC may reasonably request.
(b) The Service Provider shall provide the IFRC with written statements of accounts that list (i) all funds received, (ii) details of all transactions concerning transfers to beneficiaries. The reports shall also include any other information the IFRC may reasonably request. 
(c) The Service Provider shall immediately notify the IFRC in writing if it receives notification of any claim against the funds.
(d) Any grant not claimed after 30 days shall be voided unless the IFRC requests a payment period extension. If there is no such request, the total amount of unclaimed grant, including any amount which may have been paid in advance as transaction fee for the unclaimed grant, shall be returned to the IFRC within 30 days.
(e) Except as may be required by law and as expressly permitted in writing by the IFRC, the Service Provider shall not share, transfer or communicate to any third party the information it is in receipt of, as a result of the Agreement. This shall include, inter alia, the information of and related to the beneficiaries such as personally identifiable data, banking information etc. 
2.4 	Additional Conditions:
(Please include any additional conditions, including back donor conditions, if applicable here. These conditions must be adhered to and must ‘flow-down’ to the service provider as well, and so need to be included here.)
3. 	OBLIGATIONS OF THE FEDERATION:
3.1 	The IFRC shall provide to the service provider a list of all beneficiaries to receive the cash transfer. The list shall be provided at least five (5) working days before the transfers are payable and shall include the following information:
a) Comprehensive information on each beneficiary and the amount of the cash transfer to be made. The beneficiary information will be provided in a format agreed with the Service Provider and will be sent via electronic transmission.
b) The branch where the payment will be made.
3.2	The IFRC shall ensure that all designated cash transfer recipients on the list are eligible beneficiaries.
3.3	The IFRC shall ensure that the funds, in the amount agreed in the service description in box 1 above, are transferred to the bank account of the Service Provider five (5) working days before the transfers are payable. 
3.4	The IFRC shall provide funds to cover the costs of payments when the transfers are made.
3.5	Upon request the Service Provider and if agree to, arrange for adequate additional security for payment of the grant. (optional)


Annex 8.  CBI KEY RISKs AND MITIGATING MEASURES
Modality: commodity and/or cash vouchers 
Delivery mechanism: redemption with a trader/third party
	Key risks
	Key mitigating measures

	· Risk of theft, potentially fraudulent vouchers produced, and insecurity
· Risk of corruption, fraud and money diversion
· Risk of incorrect voucher redemption with traders/third party payment sources
· Rapidly changing market dynamic, risk of inflation
· Risk of high commission rates applied locally by traders
· Traders not having sufficient quantity or substitute agreed quality of commodities
· Traders accepting fake vouchers
· Trader’s book-keeping not reconciling
· Traders denying some beneficiaries access to shop
	· Trader capacity assessed using IFRC’s Competitive Bid Analysis (CBA) process
· Monitoring established to ensure beneficiary receipt and access, trader distribution activity and financial reconciliation activities
· Market monitoring to review prices and changes
· Established controls and segregation of duties agreed by IFRC/NS both for IFRC internally and with implementing traders/third parties, including frequency of reconciliation
· Security plans based on the initial comprehensive risk assessment in place.  Plans include various contingency plans 
· Staff training on programme and security management
· Supplier training on procedures, compliance, systems, data protection etc.
· Third party contracts outline terms and conditions and controls to be in place
· IFRC establish secure vouchers/bar-coding with unique ID
· Community consultation at all stages/phases of the program essential 
· Well-advertised feedback and complaints system and clear procedures for collecting and addressing recipient’s grievances/ complaints
· Signage/posters in prominently displayed in shops outlining the services and fees voucher recipients should receive.
· Programme observers situated in shops and/or mystery shoppers monitoring quality of service.
· Making traders/third parties aware of the feedback system may act as a deterrent against poor service, fraud, discrimination etc.


Modality: cash grants, cash for work payments
Delivery mechanism: third party/ transfer companies[footnoteRef:47] [47:  Third parties are referred to in the IFRC Cash Based Programming Financial Procedures and Guidance.] 

	Key risks
	Key mitigating measures

	· Beneficiaries not used to mechanism leading to lower encashment, or receipt of assistance
· Risk from innumeracy and/or illiteracy
· Risk of theft/stolen cards leading to misuse of delivery mechanism
· Technological errors – SMS delivery/PIN
· Informal commission, administrative charges applied locally
· Demand for encashment may overload third party and system in place
· Programme objectives not met due to time to set up programme
· Third party companies may use security measures inappropriate to the RC/RC such as armed guards to manage crowd control/service demand
· Exchange/sharing of PIN numbers leading to incorrect/unaccessed payments
· Inaccurate uploading of beneficiary (payment) data onto point of sale device (PoS) leading to double payments
· Insufficient cash-out points through capable branchless banking agent network, or sufficient vendors with PoS
	· Ensure segregation of duties and controls established
· Type and frequency of finance reconciliation agreed internally and with third parties
· Security plans based on the initial comprehensive risk assessment in place.  Plans include various contingency plans
· Community consultation at all stages/phases of the program essential including clear and regular communication on CBI process.
· Well-advertised feedback and complaints system and clear procedures for collecting and addressing recipient’s grievances/ complaints
· Security mechanism built into payment facility, ie, activation of card on confirmation of safe receipt
· Beneficiary communication and training programme to ensure encashment



Modality: cash grants, cash for work payments
Delivery mechanism: direct cash distribution by the IFRC or National Socitey
	Key risks
	Key mitigating measures

	· Risk of various security related threats such as from common crime, looting and insecurity through points of cash storage/collection to distribution
· Risk of corruption, fraud and money diversion
· Risk of insecurity for staff, volunteers and beneficiaries if physical cash transported
· Risk of incorrect payment or beneficiaries not correctly registered

	· Security plans based on the initial comprehensive risk assessment in place. Plans include various contingency plans as per the IFRC Risk Management Checklist (Annex 2)
· Community consultation at all stages/phases of the programme
· Community participation in recipient targeting
· Beneficiary lists verified by IFRC/NS 
· Different teams used for registration and distribution
· Authorized cash handling team established with controls and segregation of duty as per the IFRC CBP Financial Procedures and Guidance
· Staff training on programme and security management
· Cash handling authorization levels reviewed and confirmed
· Well-advertised and independent feedback and complaints system and clear procedures for collecting and addressing recipient grievances/complaints  
· Consideration for insurance provisioning by contacting the IFRC Geneva Insurance Unit or through local providers
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Annex 10.  IFRC Programme Control Self-Assessment
Background
A CSA is a tool to self-assess the adequacy of internal controls and to identify potential weakness, non‐compliance, and/or areas for improvement. A “No” response indicates an area of potential concern, and where remedial action is required.  We suggest the assessment is undertaken intermittently, and more regularly if there are a number of “No” responses.  This CSA reflects components of relevant SOPs, and other controls expected to be established.
	#
	Key controls
	Compliance with key controls
	Rectification taken for non-compliance
	Implementation date

	
	
	Yes
	No
	
	

	1.1
	Strategy
A risk assessment has been performed and is regularly reviewed (e.g. for CBP, the use of the IFRC CBP Risk Management Checklist)
	
	
	
	

	1.2
	The IFRC SOPs are followed (e.g. for CBP, the IFRC CBP SOPs) (or if a HNS has its own procedures, IFRC has assessed these as adequate)
	
	
	
	

	2.1
	Safety & Security
IFRC staff have undertaken the compulsory Minimum Security Requirements training
	
	
	
	

	2.2
	A security risk assessment has been performed and security is regularly monitored
	
	
	
	

	2.3
	Data protection/security is in line with IFRC`s Information Security Policy for highly restricted/restricted information
	
	
	
	

	3.1
	Fraud & Corruption Prevention
Fraud and corruption prevention awareness is raised with key stakeholders (e.g. IFRC`s Fraud & Corruption Prevention Policy, Fraud & Corruption training on e-learning platform, Safecall number)
	
	
	
	

	3.2
	The beneficiary selection criteria is established based on a transparent process 
	
	
	
	

	3.3
	A beneficiary communication/feedback mechanism is established (including an independent review process)
	
	
	
	

	3.4
	Beneficiary data are reviewed for duplicates/ anomalies and suspicious information investigated
	
	
	
	

	4.1
	Asset Protection
Segregation of duties exists such that one staff does not control a whole process.  E.g.:
Cash: one person is the cash custodian, and another person processes this in CODA
Vouchers: one person is the voucher custodian, and another person records the distribution of the vouchers
	
	
	
	

	4.2
	Assets are safeguarded against being stolen, counterfeited or reused (for CBP this includes vouchers and cash cards).  There is a designated asset custodian, and documented physical inventory checks by another person (independent from the process)
	
	
	
	

	4.3
	Cash is kept in a secure location such as a safe and cash controls are in place (e.g. cash policy established, rules in relation to the movement of cash, regular cash counts performed)
	
	
	
	

	5.1
	Eligible Expenditure
Budget holder (BH) has received training on financial management, and BH is aware of donor/grant compliance requirements
	
	
	
	

	5.2
	Adequate supporting documentation is retained including:
The criteria used for the selection of beneficiaries
Signed distribution lists (or for CBP, proof of payment from 3rd parties to confirm that funds/vouchers were received by beneficiaries)
Reconciliation between the signed distribution list, and the goods procured (or for CBP, the cash transferred)
	
	
	
	

	5.3
	Budget vs Actual expenditure is reviewed
	
	
	
	

	6.1
	Accuracy of Financial Reports
A process is in place to ensure expenditure is recorded to the correct account (e.g. for CBP, A/C 5780)
	
	
	
	

	6.2
	Provisions are booked when necessary (see Finance SOPs for further details)
	
	
	
	

	7.1
	Achievement of Project Objectives
Plans are developed in consultation with key stakeholders (eg. NS, Resource Mobilisation)
	
	
	
	

	7.2
	A resource mobilisation plan has been developed to reduce the risks of funding gaps
	
	
	
	

	7.3
	There is an approved and current Plan of Action and Monitoring & Evaluation plan (with SMART indicators and expected results)
	
	
	
	

	7.5
	Evaluations (based on the IFRC Evaluation Guidelines) and lessons learned are performed and incorporated in future project planning
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ANNEX 12.  SERVICE DELIVERY NOTE 
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ANNEX 13.  CASH PROCUREMENT TEMPLATES

13.1 COMPARATIVE BID ANALYSIS (CBA)


13.2 COST BREAKDOWN TEMPLATE


13.3 CARD LAYOUT AND DESIGN REQUIREMENTS
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Overview of section 2: cash feasibility and risk assessment process 

Operations 

manager

Programme/Assessment team

Procurement & 

Logistics

Finance Legal Security IT

Start

Direct cash 

distribution

Assessing cash delivery mechanism 

Proceed to planning and 

implementation, as per 

procedures section 3

PoA includes CBP

No

Voucher 

distribution

Third 

parties/

transfer 

companies

Yes

Initial decision for cash

Market Assessment and 

Analysis & FSP mapping

Consider

in-kind only

No

Yes

Review 

proposal

Figure 1: Deciding on cash based programming – overview of the cash feasibility process

Is cash 

appropriate? 

Define CBI – objectives, 

beneficiary targeting, cash 

value, cash modality etc.

PoA Approved?


image3.emf
Overview of section 2: Analysing the Operating Environment (OE)

Legal Programme  Finance HoO

Start

Review CBI 

plan

Set up a PFA with appropriate  T&CS for the cash-based intervention

(1.)

IFRC Legal Status 

Figure 2. Analysing the operating environment – overview of the working context assessment process

(2b.)

Project Funding Agreement (PFA) T&Cs

Can CBI be implemented within the 

existing  T&Cs?

(3a.)

Cash Disbursement memo:

Maximum Value of single payment to a third 

party

(1.) Legal Status

 

Ability to directly contract an 

FSP

 

Ability to open a bank account

 

Ability to transfer money into 

country

(2a.) Framework Funding 

Agreement (FAA)

Contains the general Terms and 

Conditions (T&Cs)  

(2.b) Grant / Project Funding 

Agreement (PFA)

) include:

 

Amount of funding

 

Schedule of transfer

 

Conditions of transfer

 

Monitoring requirements

 

Reporting requirements

Related to the whole programme 

and not just to CBI unless a 

separate CBI PFA is set up. 

(3.b) Cash Disbursement Memo.

Payments above the threshold will 

either :

 

Be paid at the Regional level or

 

Require a waiver e.g. if 

payments cannot be made 

outside the country

Discuss early on in the process at 

country and regional level.

Can CBI be implemented within the 

maximum single payment value?

(3b.)

Cash Disbursement memo:

Payment will be made at regional level or 

payment requires a waiver

(4.)

Monthly Forecasting Request Cycle

Align cash requests with the periodic request 

cycle

YES

NO

YES

NO

(2a.)

Framework Funding Agreement (FFA) T&Cs

(2) 

Is there an overall Grant / Project 

Funding Agreement?

Need an agreement

NO

YES
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  Voucher distribution

Programmes – Project Manager (PM)  and 

assessment / design team

Finance

Trader or 

3rd party

LPSCM

Complete design, 

transfer value, CEA and 

distribution planning

Start

Beneficiary 

registration

Attends voucher 

encashment 

training

Validation approval 

in line with 

expenditure 

authorisation 

procedure

Market monitoring

Beneficiary 

redeems cash 

and/or commodity 

voucher

Market Assessment 

& Analysis*

FSP Mapping & 

regulatory landscape 

Voucher and/or 

voucher delivery 

mechanism 

requirements

Is there a suitable 

voucher framework 

agreement 

available?

Voucher delivery 

Mechanism SoPs

Logistics 

Requisition (incl. 

criteria /

specifications)

Procurement 

Process*

Distribution planning

Stock management 

to meet encashment 

plan

Encashment Plan

Technical support to 

beneficiaries

Technical support 

to traders

Final report to agreed 

template

End

Reconciliation of 

vouchers and 

encashment

Final distribution?

YES

Monitoring and 

Evaluation

Booking provison when 

vouchers distributed to 

reflect IFRC obligation

Distribution list 

confirming receipt of 

cash/goods

Validates reconciliation

Receive payment

Monthly invoice and 

proof of receipt for 

redeemed vouchers

Payment of invoice

Validates invoice 

against 

reconciliation

YES

NO

NO

Creation/Allocation 

of vouchers

Distribution of 

vouchers

Voucher Disposal

* Some activities have multiple stakeholders involved in order for them to be achieved, in which case the lead function will be shown to not overly complicate the diagram  


image6.emf
Third parties/ transfer companies

Programmes – Project Manager (PM)  and assessment / 

design team

Finance

Third party or financial 

intermediary

Logistics

Receive payment

Start

Logistics 

Requisition (incl. 

criteria /

specifications)

Beneficiary 

registration

Final report to agreed 

template

Monthly invoice for 

completed services 

Validates reconciliation

Payment of invoice

Encashment plan

Validation approval in line 

with expenditure 

authorisation procedure

End

Validates invoice 

against 

reconciliation

Market Assessment & Analysis 

Execute money 

transfer to 

beneficiaries

Technical support to 

beneficiaries

Financial Intermediary 

assessment

Validate and executes 

Request for Payment

Request for Payment

Is there a suitable 

3

rd

 party framework 

agreement 

available?

Delivery 

Mechanism SoPs

YES

FSP Mapping & regulatory 

landscape 

FSP/Delivery 

mechanism 

requirements

Complete design, 

transfer value, CEA 

and distribution plan 

Distribution planning

Expression of Interest 

(EoI)

NO

Confirms receipt of 

transfer

Reconciliation of 

disbursed funds

Final distribution?

NO

Market Monitoring

Sweep back of 

unspent funds

YES

YES

Procurement 

Process
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  Direct cash distribution

Programmes – Project Manager and assessment/programme 

design team

Finance National Society Procurement and/or Logistics

Complete Programme 

Design, transfer 

value, CEA and  

distribution plan

Start

Beneficiary 

registration

Monitoring and 

Reporting

Final report to agreed 

template

Figure 4: Direct cash distribution procedures

End

Market 

Assessment & 

Analysis 

Technical support to 

beneficaries

Distribution 

Planning

Encashment Plan

Request for Payment

Reconciliation of 

disbursed funds 

and return of 

unspent funds 

Validates 

reconciliation

Final distribution?

Market 

monitoring  

Validate and execute 

Request for Payment

Transfer funds to 

NS

Transfer funds to 

IFRC country office

Cash 

distribution

Cash 

distribution

A

A

B

B

Depending on PFA 

and programme 

design

YES

NO

Arrange IFRC 

Insurance
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Third parties/ transfer companies: Procurement Process

Programmes – Project 

Manager (PM)  and 

assessment / design team

Finance IT

Third party or financial 

intermediary

Procurement and/or Logistics Legal

Launches RFI (or 

Expression of Interest)

Tender 

response

Prepares CBA  / 

CoC

CBA approval by appropriate authorisation level

Participate, review and make recommendations into CBA preparation

Confirm and 

sign contract

Define and prioritise  

programme 

requirements and 

Scope of Work 

(SoW)

From 

3rd 

Party

Define and prioritise 

financial 

requirements

Define and 

prioritise IT & 

Data 

Requirements

Define and 

prioritise  

contractual 

requirements 

Issues Tender / 

RFQ

Contract with 3

rd

 

party company

Reviews contract

E-contracts

Drafts SoP for 

delivery 

mechanism

Reviews and agrees SoP for delivery mechanism

Go to 

3rd 

Party

Financial 

Intermediary 

Assessment  & FSP 

shortlist

RFI Response
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CASH PIPELINE: Fund flow process to FSP (transfer to, reconciliation and payment)

Regional Finance Unit (RFU)

Country office

Geneva office

Financial Service 

Provider (FSP)

Step 4: Payment of service fees Step 1: Transfer of funds to FSP Step 2: Encashment Step 3: Reconciliation and Sweep back

7.

Is the request  

free of error and 

free of material 

or unusual risks?

2.

Validates Cash 

Request

10.

 Confirms receipt  of 

funds 

Yes

1. 

Prepares and 

submits Cash 

Request, with  

Budget and 

approvals

5.

Processes Cash 

Transfer

9.

Transfers cash to 

service provider

Yes

No

Yes

4.

Is the request 

supported by 

adequate 

documents* and 

free of error?

No

6.

Review and adjust 

Cash Request

8.

Confirms balance **  

to RFU and Treasury

Yes

3. 

Is the cash 

request 

reconciled 

against any 

outstanding 

balance

No

11a.

Prepares 

encashment list for 

FSP

19.

Sends monthly 

invoice for 

completed service

18.

Validates invoice 

against reconciliation 

(clarifies with FSP as 

needed)

No

24.

Is the RFP 

supported by 

adequate 

documents and 

free of error?

Yes

25.

Processes Payment

No

31.

Are the unspent 

balance 

returned to IFRC 

or offset against 

invoice

Yes

26.

Is the payment 

free of error and 

free of material 

or unusual risks?

29.

Pay service provider 

and advise country 

office

30.

Confirms receipt of 

payment

No

No

Note:

- All activity at Country office shall be done by dedicated/authorised personnel, and this shall be documented in a memo and formally shared with RFU and Geneva office

- All activity at Regional Finance Unit shall be undertaken by the Regional Financial Controller, or the person formally acting in that capacity

- All activity at Geneva office shall be done by Treasury with valid authorisations as per cash disbursement procedure 

Step 4: * Confirm with finance what supporting documents is required

Step 8: ** Only applicable where the delivery mechanism has an on-line portal, the funds go into an on-line wallet and where  it is possible to undertake the encashment activity directly e.g. loading 

of prepaid cards.

 Note 4: ***supporting documents for RFP include invoice, PO, service received note/service completion report, and contract (although procurement is done by Geneva Logistics, country office 

manages programme may be  best positioned to confirm that services have been completed satisfactorily. Procurement file may be inspected by payment authorisers if required).

13.

Prepares monthly 

reconciliation of funds 

disbursed

14.

Is it a final 

reconciliation?

No

16.

Request FSP to 

sweep back unspent 

funds and return 

balance to IFRC

17.

Returns unspent or 

undistributed 

balance to IFRC

15.

Confirms unspent 

balances have been 

returned

Yes

21.

Prepares and submits 

Request for Payment 

with supporting 

document ***

22.

Validates Request 

for Payment (RFP)

23.

Is this a final 

invoice

20.

Review and adjust 

document

28.

Are the unspent 

card balances 

swept back and 

returned?

Yes

27.

Ensure unspent 

funds are swept 

back and returned

Yes

11b.

Encashment by 

loading funds 

directly**

12.

Receives 

encashment list and 

implements.
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C ontract requirements with   e - transfer service  provider   checklist  

At a minimum, a contract with a service provider must include: In place ?  

 Outline of the period covered by the agreement.  

 Operation of service outlining the roles of the service provider including:  controls to follow; any equipment or e-transfer devices to be provided; any role in registration; activation of accounts; process for the transfer of funds to recipient and reporting; notifying beneficiaries; any training of staff/beneficiaries; any informing of service agents/branch staff within the project zone about the programme and required liquidity; any aids to visibility for recipients; and customer services support provided in the event of service failure.  

 Outline of the role of the aid agency including: any training; registering of beneficiaries; providing the beneficiary list and finances to the service provider in a timely fashion; ensuring correct ID; and following the controls set by the service provider (e.g., for web-based access to an account).  

 For new and pilot initiatives, inclusion of a termination clause or pilot phase, within which early termination by either party is possible.  

 The location and number of distributors/agents/branches.  

 Details of what constitutes force majeure.  

 Expected duration of set-up phase including any testing.  

 Details of the payment schedule including: the time that any e-transfer devices (e.g., cheques/bank cards) will be provided to the aid agency; the time that funds and any advance charges will be provided to service provider; and the  time by which service providers must fulfil their disbursement role.  

 Detail of dedicated staff for the project.  

 Aid agency’s transaction and account limits, and those of beneficiaries where relevant.  

 Maximum number, and value, of beneficiary payments that can be made per day.  

 All the transaction charges including any waivers from normal charges.  

 Grievance/troubleshooting procedures.  

 Any special relaxations/considerations.  

 Security arrangements the service provider must have in place – e.g., armoured vehicles in the case of courier services; and secure SMS transactions in the case of mobile money transfer.  

 Insurance against loss or against insolvency.  

 Data protection requirements.  

 Details of the verification criteria and documentation process the service provider must follow when transferring cash to beneficiaries.  

 Details of the reporting requirements including frequency, content and proof of transaction. This may include procedures for access to any online web portal of the aid agency and beneficiary accounts hosted by the service provider.  

 Details of the commission accruing and the terms under which the service provider will be remunerated (likely to be on a monthly basis upon completion of activities as verified through completed reporting and monitoring, through bank transfer).  

 Outline of the process to follow for absentees, bounce-backs and repayments.  

 Clear penalties especially around inability to supply agreed goods.  

 Clauses detailing the aid agency’s position on fraud and programme participant protection, and responsibilities of the service provider.  

 Clauses detailing procedure for the protection of beneficiary personal data.  

 Exit strategy including any account de-activation periods and additional support from the service provider beyond the transfer period.  

Sou rce: E - transfers   
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CBA_Technical  Evaluation - Template.xlsx


CBA_Technical Evaluation - Template.xlsx
Synthesis





		Summary of Technical and Financial Evaluation of bids for Services



		Technical Evaluation - max 70 points

		Minimum qualifying score for technical evaluation - 70 points

						Service Provider 1				Service Provider 2				Service Provider 3				Service Provider 74

						0				ERROR:#REF!				ERROR:#REF!				ERROR:#REF!

		Technical Evaluation score                (base max 100 points)				0				ERROR:#REF!				ERROR:#REF!				ERROR:#REF!



		Qualified for financial evaluation				NA				ERROR:#REF!				ERROR:#REF!				ERROR:#REF!

						ERROR:#REF!				ERROR:#REF!				ERROR:#REF!				ERROR:#REF!

		Technical Evaluation score                   (base max 70 points)				NA				ERROR:#REF!				ERROR:#REF!				ERROR:#REF!



		Technical Ranking								ERROR:#REF!				ERROR:#REF!				ERROR:#REF!



		Financial Evaluation - max 30 points																				                                                                                                                                                                                                                                                

						F34				J34				N34				AH34

		Financial Evaluation score                  (base max 30 points)				NA				ERROR:#REF!				ERROR:#REF!				ERROR:#REF!

						ERROR:#REF!				ERROR:#REF!				ERROR:#REF!				ERROR:#REF!

		Financial Ranking								ERROR:#REF!				ERROR:#REF!				ERROR:#REF!



		Summary of Technical and Financial Evaluation



		Total evaluation score                         (base max 100 points)				NA				ERROR:#REF!				ERROR:#REF!				ERROR:#REF!



		Total Ranking 
(Technical 70 + Financial 30)								ERROR:#REF!				ERROR:#REF!				ERROR:#REF!

		Request for Proposal (RFP) N°:



		Country / Location:



		Service Item Details:



		Service Provider Recommendation:



		Prepared and submitted by / date:

						Evaluator / Procurement Officer

		Approved by:

						Head of Logistics
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Service Provider 1 





										Service Provider 1 :						Edenred



				TECHNICAL EVALUATION GRID



										Comment / proof provided				Rating   (1-4)				max. nb of points		Sub Total in %		Max. points (base100)		Points gained		Total points gain		Total max. allocated points

				Structure and Capacity		1		Primary business information, copy of registration, date of incorporation, ownerships, declaration of undertaking. 				0						2		18%		2		0.00		- 0		11

						2		Implementation experience. Implementing cash programme of similar nature and/or scale with names of countries, programmes and service recipients. Though experience in humanitarian context is preferred, scale should be emphasised over context.
				0						5		45%		5		0.00

						3		Size, Organization and Management. Includes Annual turnover of the company, Total assets/Total liabilities, and Accessibility/Coverage within the country . This reflects capacity and reliability to carry deliver service. 				0						4		36%		4		0.00						100%		11%

				Financial Health and Credibility 		4		Reputation, Reliability, and Solvency, Credit rating and/or audited financial statements is used to assess the financial health of the company.  If rating is not available, audited financial statements for two years (covering three financial periods) should be used for analysis.				0				2		10		ERROR:#REF!		10		0.00		- 0		12

						5		Guarantee from Government body, Based on nature and amount of guarantee (e.g. Banks guaranteed by Government may compensate for low credit rating in countries under exceptional economic circumstances)				0						2		ERROR:#REF!		2		0.00

				Fund transfer process		6		Fund flow process, from IFRC to beneficiary, This would allow evaluation of parties/partners involved in the transaction, and the level of exposure to financial risks.				0						5				5		0.00		- 0		5

				FINANCE TECHNICAL VALIDATION (If total points gained is below 14 - the offer shall not be evaluated further)										0		2		28		ERROR:#REF!		26.9230769231		0.00		0		28

				Adequacy of Proposed Methodology and Work Plan		6		FSP + FSP payment product requirements. (Appropriateness for operational context). The extend to which the proposal responds to the objectives of the TOR.		

Claire DURHAM: Claire DURHAM:
Not sure we can rate this without knowing what "officially registered mean or what "checks performed" means		0						5		7%		5		0.00		- 0		76

						7		Card-based tool. (technical solution) Is the proposed solution suitable to meet the programme objectives? Are important issues approached in an innovative and efficient way?				0						20		26%		19		0.00

						8		FSP reporting abilities (reporting/documenting abilities) Ability to track and monitor expenditures between IFRC and FSP; FSP and beneficiary. Is there sufficient reporting to fulfill to audit's minimum requirements? Is there a fair degree of functionality that facilitiates the monitoring of the proposed work plan? 		

Claire DURHAM: Claire DURHAM:
Reports are in Greek language not English.		0						15		20%		14		0.00

						9		FSP user interface. (software solution for management of cards/funds). Does the FSP provide an electronic platform for the user (IFRC) to directly manage/execute its cards and funds?		

Claire DURHAM: Claire DURHAM:
FSP responded No to 4 mandatory requirements, this has to be a 0 or 1 rating.  Needs clarification because it looks like the on-line system is for the card user not agency. Also system is in Greek language only and "could be translated into English for phase 2 but unlear on cost/timelines)		0						10		13%		10		0.00

						10		FSP training capabilities. (1) training for back-end system and 2) user guide for CEA). Is guidance and instructions for the services sufficient to ensure smooth implementation? 				0						6		8%		6		0.00

						11		Clarity of proposal.                                                                          Are the various points coherent and decision points well defined?				0						5		7%		5		0.00

						12		Timeliness of Output.                                                                   Is proposed activity schedule realistic?                                               Are requested output provided on time ?		

Claire DURHAM: Claire DURHAM:
There is no leadtime given for MasterCard to approve the logo and card design.  The others say MC need approx 8 weeks to agree logo.  Needs clarification.		0						5		7%		5		0.00

						13		FSP services and fees (-cost) + FSP customer service programme + Mass communication services. Can the supplier provide minimum services for the reconciliation process? Is there any additional services offered that would help in the implementation of the programme?				0						10		13%		10		0.00						100%		76%

				PROGRAMME TECHNICAL VALIDATION										0		0		76		1		73.0769230769		0.00		0		76

				TOTAL TECHNICAL VALIDATION														104		ERROR:#REF!		100		0.00		0		104				ERROR:#REF!







						Rating to apply

						1		Poor

						2		Satisfactory

						3		Good		Prepared and submitted by: consolidated feedback from GDPC and CPRR

						4		Very Good										Evaluator / Procurement Officer

				Feedback for service provider:
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Techincal rating (2)

				1. Technical rating based on credit rating (according to Fitch, though equivalent may be used)

				0		Zero		Default/Restricted Default/No Rating

				1		Poor		C/CC/CCC/B/BB

				2		Satisfactory		BBB

				3		Good		A

				4		Very good		AA/AAA



				2. Guarantee from Government Body

				0		Zero		Below 50%, or no guarantee

				1		Poor		50-69%

				2		Satisfactory		70-79%

				3		Good		80-99%

				4		Very good		100%







Service Provider 2





										Service Provider 2 :				Red Rose



				TECHNICAL EVALUATION GRID



										Comment / proof provided				Rating				max. nb of points		Sub Total in %		Max. points (base100)		Points gained		Total points gain		Total max. allocated points

				Structure and Capacity		1		Primary business information, copy of registration, date of incorporation, ownerships, declaration of undertaking. 										2		18%		ERROR:#REF!		0.00		- 0		11

						2		Implementation experience. Implementing cash programme of similar nature and/or scale with names of countries, programmes and service recipients. Though experience in humanitarian context is preferred, scale should be emphasised over context.
										5		45%		ERROR:#REF!		0.00

						3		Size, Organization and Management. Includes Annual turnover of the company, Total assets/Total liabilities, and Accessibility/Coverage within the country . This reflects capacity and reliability to carry deliver service. 										4		36%		ERROR:#REF!		0.00						100%		11%

				Financial Health and Credibility 		4		Reputation, Reliability, and Solvency, Credit rating and/or audited financial statements is used to assess the financial health of the company.  If rating is not available, audited financial statements for two years (covering three financial periods) should be used for analysis.								2		10		ERROR:#REF!		ERROR:#REF!		0.00		- 0		12

						5		Guarantee from Government body, Based on nature and amount of guarantee (e.g. Banks guaranteed by Government may compensate for low credit rating in countries under exceptional economic circumstances)										2		ERROR:#REF!		ERROR:#REF!		0.00

				Fund transfer process		6		Fund flow process, from IFRC to beneficiary, This would allow evaluation of parties/partners involved in the transaction, and the level of exposure to financial risks.										5				ERROR:#REF!		0.00		- 0		5

				FINANCE TECHNICAL VALIDATION (If total points gained is below 14 - the offer shall not be evaluated further)										0		2		28		ERROR:#REF!		ERROR:#REF!		0.00		0		28

				Adequacy of Proposed Methodology and Work Plan		6		FSP + FSP payment product requirements. (Appropriateness for operational context). The extend to which the proposal responds to the objectives of the TOR.		

Claire DURHAM: Claire DURHAM:
We didn't ask for the FSP to be based in Greece so we cannot evaluate supplier on this, just if they are able to operate in Greece								5		7%		ERROR:#REF!		0.00		- 0		76

						7		Card-based tool. (technical solution) Is the proposed solution suitable to meet the programme objectives? Are important issues approached in an innovative and efficient way?		

Claire DURHAM: Claire DURHAM:
It seems odd that RedRose would be subject to EU regulations that prohibit sa person getting more than one single load cards but the others wouldn't - need to clarify with other FSPs.								20		26%		ERROR:#REF!		0.00

						8		FSP reporting abilities (reporting/documenting abilities) Ability to track and monitor expenditures between IFRC and FSP; FSP and beneficiary. Is there sufficient reporting to fulfill to audit's minimum requirements? Is there a fair degree of functionality that facilitiates the monitoring of the proposed work plan? 										15		20%		ERROR:#REF!		0.00

						9		FSP user interface. (software solution for management of cards/funds). Does the FSP provide an electronic platform for the user (IFRC) to directly manage/execute its cards and funds?										10		13%		ERROR:#REF!		0.00

						10		FSP training capabilities. (1) training for back-end system and 2) user guide for CEA). Is guidance and instructions for the services sufficient to ensure smooth implementation? 										6		8%		ERROR:#REF!		0.00

						11		Clarity of proposal.                                                                          Are the various points coherent and decision points well defined?										5		7%		ERROR:#REF!		0.00

						12		Timeliness of Output.                                                                   Is proposed activity schedule realistic?                                               Are requested output provided on time ?										5		7%		ERROR:#REF!		0.00

						13		FSP services and fees (-cost) + FSP customer service programme + Mass communication services. Can the supplier provide minimum services for the reconciliation process? Is there any additional services offered that would help in the implementation of the programme?										10		13%		ERROR:#REF!		0.00						100%		76%

				PROGRAMME TECHNICAL VALIDATION										0		0		76		1		ERROR:#REF!		0.00		0		76

				TOTAL TECHNICAL VALIDATION														104		ERROR:#REF!		ERROR:#REF!		0.00		0		104				ERROR:#REF!







						Rating to apply

						1		Poor

						2		Satisfactory

						3		Good		Prepared and submitted by: consolidated feedback from GDPC and CPRR

						4		Very Good										Evaluator / Procurement Officer

				Feedback for service provider:
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Service Provider 3





										Service Provider 3 :				Prepaid Financial Services



				TECHNICAL EVALUATION GRID



										Comment / proof provided				Rating				max. nb of points		Sub Total in %		Max. points (base100)		Points gained		Total points gain		Total max. allocated points

				Structure and Capacity		1		Primary business information, copy of registration, date of incorporation, ownerships, declaration of undertaking. 										2		18%		ERROR:#REF!		0.00		- 0		11

						2		Implementation experience. Implementing cash programme of similar nature and/or scale with names of countries, programmes and service recipients. Though experience in humanitarian context is preferred, scale should be emphasised over context.
										5		45%		ERROR:#REF!		0.00

						3		Size, Organization and Management. Includes Annual turnover of the company, Total assets/Total liabilities, and Accessibility/Coverage within the country . This reflects capacity and reliability to carry deliver service. 										4		36%		ERROR:#REF!		0.00						100%		11%

				Financial Health and Credibility 		4		Reputation, Reliability, and Solvency, Credit rating and/or audited financial statements is used to assess the financial health of the company.  If rating is not available, audited financial statements for two years (covering three financial periods) should be used for analysis.								2		10		ERROR:#REF!		ERROR:#REF!		0.00		- 0		12

						5		Guarantee from Government body, Based on nature and amount of guarantee (e.g. Banks guaranteed by Government may compensate for low credit rating in countries under exceptional economic circumstances)										2		ERROR:#REF!		ERROR:#REF!		0.00

				Fund transfer process		6		Fund flow process, from IFRC to beneficiary, This would allow evaluation of parties/partners involved in the transaction, and the level of exposure to financial risks.										5				ERROR:#REF!		0.00		- 0		5

						FINANCE TECHNICAL VALIDATION (If total points gained is below 14 - the offer shall not be evaluated further)								0		2		28		ERROR:#REF!		ERROR:#REF!		0.00		0		28		1

				Adequacy of Proposed Methodology and Work Plan		7		FSP + FSP payment product requirements. (Appropriateness for operational context). The extend to which the proposal responds to the objectives of the TOR.		

Claire DURHAM: Claire DURHAM:
We didn't ask for FSP to be based in Greece, just that they can operate in Greece can't evalaute on this.								5		7%		ERROR:#REF!		0.00		- 0		76

						8		Card-based tool. (technical solution) Is the proposed solution suitable to meet the programme objectives? Are important issues approached in an innovative and efficient way?										20		26%		ERROR:#REF!		0.00

						9		FSP reporting abilities (reporting/documenting abilities) Ability to track and monitor expenditures between IFRC and FSP; FSP and beneficiary. Is there sufficient reporting to fulfill to audit's minimum requirements? Is there a fair degree of functionality that facilitiates the monitoring of the proposed work plan? 										15		20%		ERROR:#REF!		0.00

						10		FSP user interface. (software solution for management of cards/funds). Does the FSP provide an electronic platform for the user (IFRC) to directly manage/execute its cards and funds?										10		13%		ERROR:#REF!		0.00

						11		FSP training capabilities. (1) training for back-end system and 2) user guide for CEA). Is guidance and instructions for the services sufficient to ensure smooth implementation? 										6		8%		ERROR:#REF!		0.00

						12		Clarity of proposal.                                                                          Are the various points coherent and decision points well defined?										5		7%		ERROR:#REF!		0.00

						13		Timeliness of Output.                                                                   Is proposed activity schedule realistic?                                               Are requested output provided on time ?										5		7%		ERROR:#REF!		0.00

						14		FSP services and fees (-cost) + FSP customer service programme + Mass communication services. Can the supplier provide minimum services for the reconciliation process? Is there any additional services offered that would help in the implementation of the programme?										10		13%		ERROR:#REF!		0.00						100%		76%

						PROGRAMME TECHNICAL VALIDATION								0		0		76		1		ERROR:#REF!		0.00		0		76		1

						TOTAL TECHNICAL VALIDATION												104		ERROR:#REF!		ERROR:#REF!		0.00		0		104		1







						Rating to apply

						1		Poor

						2		Satisfactory

						3		Good		Prepared and submitted by: consolidated feedback from GDPC and CPRR

						4		Very Good										Evaluator / Procurement Officer

				Feedback for service provider:
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Finance validation



						Finance Validation of Financial Intermediaries in Cash Based Programmes



						Cash based programming Financial Procedures and guidelines, August 2015



				3.2.1		Financial intermediary assessment and appointment process (summary below):



				i)		Financial intermediary for CBP is appointed as a service provider under Procurement procedure

				ii)		As financial intermediary functions as a bank; receive IFRC funds and make payments on behalf of IFRC, the appointment is also subject to Banking and currency procedure

				iii)		As per Banking and Currency procedure, Treasury service is responsible to select the bank based on proposal from requesting office, based on 5 criteria: Reputation, Reliability, Solvency, Correspondent availabilty, Cost of services

				iv)		Supporting document for financial intermediary - logistics requisition, request for quotation/proposal, evaluation forms/comparative bids analysis, agreement/contract, proof of service delivery, invoice

				v)		Bank details of the service provider and related banks must be stated in the agreement (no changes shall be done without addendum to the contract)

				vi)		Reports (type and frequency) needed from the service provider must be stated in the agremeent

				vii)		Matching and reconciliaton shall be done by programme team before requesting for payment





						Validation criteria and ratings for the techncial grid  (maximum rating is 4)						Weight            (out of 100)



				1		Structure and capacity		a		Proof of business		2

										Business registration and ownership information should be provided in the Supplier registration form

										Rating is given for complete documentation/information, details of ownership and partnerships and the reliability/reputation of owners/partners, and relevance of business specialisation for the tender

								b		Implementation experience		5

										Experience in cash programme of similar nature and/or scale with names of clients/countries and scale of programme (in monetary value). 

										Rating is given for nature, scope, and extent of relevant experience (number of clients/countries, scale). Humanitarian experience is important but overall experience in the industry will be strongly considered. 

								c		Size, organization, and management		4

										Organisational structure, annual turnover, total assets, and accessibility/coverage in the country of operation . This reflects capacity and reliability to deliver service. 

										Rating is based on organisation size (number of staff, clients), branches, years in business, business presence and profile.



				2		Financial Health and Credibility		a		Reputation, Reliability and Solvency		10

										Credit rating is used to assess the financial health of the company. If rating is not available, audited financial statements for two years (covering three financial periods) should be used for analysis.

										Credit rating should be from the big 3 (Standard & Poor's, Moody's or Fitch), where the rating can be easily interpreted and compared. IFRC uses Fitch. Ratings from other agencies would be considered (e.g. Dun and Bradstreet) if it is recent (done in the last 12 months), and can be easily interpreted and used for the analysis - e.g. supported with formal rating report. Guidance in the table below.

										Financial statements must be audited and complete (balance sheet, income and expenditure statement, statement of equity, and supported with notes to the financial statements). Audited financial statements would be analysed based on liquidity ratios (e.g. current ratio) and solvency ratios (debt to asset/equity). This is to assess that the company is not having going concern issues and has the capacity to meet its short and long term debts. Audited financial information is also to validate other information (e.g. annual turnover provided in the supplier regu information in the supplier registration form on annual turnover, which is used to assess the size of the company.

								b		Guarantee from Government body		2

										This is not mandatory but provides assurance. Banks guarantees by Government would compensate for  for low credit rating in countries under exceptional economic circumstances)

										Rating is based on the nature and amount of guarantee. Guidance in the table below.







































				3		Fund Transfer process		a		Fund flow process, from IFRC to beneficiary		5

										This would allow evaluation of parties/partners involved in the transaction, both for efficieny and to reduce the level of exposure to financial risks. The currency and associated channels used for funds may be resticted to different regulations.

										Rating is based simplicity, transparency, timing involved, and level of exposure to risks.









CBA







						COMPARATIVE BID ANALYSIS FOR SERVICES

																														Request for Proposal (RFP) N°:



		Project Code:																												Service Item Details:  



		Budget CHF:																												Country :



		Name of Service Provider

		Quotation reference and date

		Currency of quote				USD								USD								USD								USD

		Rate of exchange				1.5								1.5								1.5								1.5

		Description of service items		Quantity		Unit Price		TOTAL		CHF Unit price		CHF Total		Unit price		TOTAL		CHF Unit price		CHF Total		Unit price		TOTAL		CHF Unit price		CHF Total		Unit price		TOTAL		CHF Unit price		CHF Total

				1		1.00		1.00		1.50		1.50		2.00		2.00		3.00		3.00		3.00		3.00		4.50		4.50		4.00		4.00		6.00		6.00

				1				0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00

								0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00

								0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00

								0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00

								0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00

								0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00				0.00		0.00		0.00



								1.00				1.50				2.00				3.00				3.00				4.50				4.00				6.00





		GRAND TOTAL				USD		1.00		CHF		1.50		USD		2.00		CHF		3.00		USD		3.00		CHF		4.50		USD		4.00		CHF		6.00



		Lowest price among all competing bidders								lowest price		1.50						lowest price		1.50						lowest price		1.50						lowest price		1.50

		Financial evaluation score (equivalent nb of points)								score		30.00						score		15.00						score		10.00						score		7.50



		Terms of payment

		Bid validity date

		Meets IFRC required specifications

		Comments:



																				Date

		Recommended Service Provider:

																				Prepared and submitted by:



		Reason:

																				Head of Field Office / Department:
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1. Technical rating based on credit rating (according to Fitch, though equivalent may be used)


0Zero Default/Restricted Default/No Rating


1Poor C/CC/CCC/B/BB


2Satisfactory BBB


3Good A


4Very good AA/AAA


2. Guarantee from Government Body


0Zero Below 50%, or no guarantee


1Poor 50-69%


2Satisfactory 70-79%


3Good 80-99%


4Very good 100%
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Cost Breakdown  Template FINAL.xlsx


Cost Breakdown Template FINAL.xlsx
Pricing template

		Supplier Name:

		Order/Invoicing Currency		EUR

		Financial instrument 		Unit cost		Quantity		Unit of measure		Total		Comments

		Card  (initial purchase)						per card				Minimum re-order level is …

		Card  (replacement)				n/a		per card		n/a		Minimum re-order level is …

		Sweep back of funds fees										Please advise if this is possible

		Card printing IFRC or HRC logo

		Card Printing IFRC and HRC or ECHO logos

		Card Printing IFRC and HRC and ECHO logos

		Letter and card printing



		Card Fees		Unit cost		Quantity		Unit of measure		Total		Comments

		Activation

		Deactivation

		Transaction decline

		Balance request

		ATM withdrawal										Optional

		PoS purchase

		Internet purchase										Optional

		Project/Project Fees		Unit cost		Quantity		Unit of measure		Total		Comments

		Set up costs

		Service fees

		Training fees

		Focal point for IFRC/HRC trouble shooting										Office hours



		Mass Communication via SMS		Unit cost		Quantity		Unit of measure		Total		Comments

		Set up costs

		Service fees

		Conditions: please advise all conditions including but not limited to: minimum order levels, minimum holding-account values for card load, OFAC/AML  (or equivalent, where beneficiary information is shared with a 3rd part outside of the vendor and IFRC/HRC) checks for the card holder
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Requirements for  card layout and design - Template.pptx


Requirements for card layout and design - Template.pptx




Hellenic













Hellenic Red Cross Humanitarian Aid

BANK LOGO

























1234 5678 9101 1121





LETTER

Card attached with glue

IFRC/NS/Donor Logos/emblems

Card Terms & Conditions

Programme information

Hotline number 



BACK OF CARD

IFRC/NS/Donor Logos/emblems

Programme info

Hotline number

Bank logo



FRONT OF CARD

IFRC/NS/Donor Logos/emblems

Recipient Name

Expiry date

Programme name

Grant value

Bank logo



BACK OF ENVELOPED

Sealed



FRONT OF ENVELOPED

IFRC/NS/Donor Logos/emblems

16 digit card number

Reference number

Recipient Name









Guidance

The template on the previous page is a starting point.  Save the document as a new version and customise with logos/emblems, text boxes etc.  Remember the more customisation and the information on the card the higher the cost and possibly the longer the lead-time for printing and delivering.  You can have more than one version for suppliers to cost against e.g. no emblem, IFRC emblem only, IFRC & NS emblems. It is best to ask for all possible version in the request for quotation (RFQ) from the supplier.  Some suppliers may only be able to provide limited customisation.

Donors usually issue guidance on which logos to use, including any text that must be included

Obtain in an appropriate file format suitable for printing any logos/emblems to be used included with RFQ documents.

The suggested information is for guidance only please include all information relevant to your programme or operation

Cards are often provided in a sealed envelope, lightly glued to an accompanying letter with logos/emblems and key information

If the cards are received in sealed envelops consider some kind of identification or reference number on the outside of the envelope to be able to match allocated card with recipient. 
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