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NIGERIENNE

Preparing to respond better:

Niger Red Cross Cash & Voucher Assistance Preparedness
(CVAP) Journey

Niger Red Cross (NRC) has made significant progress in
preparing for CVA over the past seven years, developing
systems, tools and capacities to provide effective and
accountable CVA. It is recognised as a "pioneer in the field of
CVAin Niger" as one of the first organisations in the country

to institutionalise CVA transfers, thanks to the early
implementation of SOPs, the signing of multi-FSPs (Financial
Service Providers) framework agreements and the gradual
involvement of all branches.

In 2017, NRC launched a structured CVA Preparedness process. This case study presents the results of the
NRC's CVAP programme. Niger Red Cross continues its activities, guided by its vision as a humanitarian
actor that favours the use of CVA as the preferred modality of intervention to respond effectively to
the country's needs, despite the current instability and contextual constraints. It continues to improve its
CVA operational and organisational capacities by strengthening professionalisation and promoting the
institutionalisation of cross-cutting areas (such as CEA, monitoring and evaluation, and logistics), which
help to equip the organisation with the appropriate tools and an organisational culture focused on
learning and accountability.

P

L I :
#\ Livelinoods Centre Case study. Niger Red Cross CVA Preparedness Journey | 1



Progress in CVA capacities

According to the recent self-assessment exercise
(September 2025), the NRC has a high level of
operational and organisational preparedness, scoring 3
out of 3+ according to the standards of the Red Cross
and Red Crescent Movement's CVA Preparedness
Framework (CVAP).

CVA Operational capacity at scale

CVA organizational capacity Level 3: All systems,
structures, processes and resources necessary for the
implementation of CVA are in place and have adequate
standards.

The National Society (NS) has the capacity to provide
scalable, timely and accountable CVA without the need for
external assistance.

Niger Red Cross is one of the National Societies in the region that has distributed the most funds through CVA,

which explains its level of preparedness, demonstrating its ability to implement large-scale, timely and high-quality

CVA responses.

* The number of programmes incorporating CVA,
which reached 93% in 2023, compared to 18% in 2017,
and which had already risen to a significant level of
71% two years later (in 2019 at the end of the first
phase), reflects the most significant structural
change in CVAP. CVAP has therefore become
widespread across the portfolio, and almost all

programmes now incorporate the modality.
* Since the beginning of its journey, the percentage of

interventions implemented through

FSPs framework agreements (financial service
providers) has grown steadily. Since 2022, 100% of
the CVA interventions have been carried out
through framework agreements, ensuring speed,
safety and standardisation.

Similarly, the number of branches using CVA has
increased, working with 75% of the regional
branches since early stages of the preparedness
programme (2019) and currently achieving 100%
coverage. All branches now use CVA, facilitating
multi-zone deployments and service equity.
Delivery time (number of days between the disaster
or early action and the reception of CVA by the
people in need) have changed considerably since
the launch of the CVAP programme. While initially
the delay could be as long as 5 to 6 months, in
recent years (2024-2025) it has been reduced to an
average of around 4 weeks. However, this reduction
is not yet systematic and depends largely on the
availability of
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funds, the security situation, availability of FSPs and
certain internal approval procedures, which may lead
to variations between regions.

With regard to the integration of CEA/AAP
mechanisms, considerable progress has been made
since 2017, mainly thanks to the CVAP programme
and the increased use of CVA. From the first phase of

the CVAP process, progress was

manifest (as demonstrated by the 2019 self-
assessment exercise), even though its use has been
systematised and generalised since 2023. To date, the
NRC systematically activates the complaints and
feedback mechanism on emergency responses, with
messages adapted thanks to feedback from
communities. This mechanism is integrated into
various tools and activities (PDM surveys, community
participation throughout the project cycle) and is used

in emergency interventions and in various sectors.
Niger Red Cross benefits from the support of

numerous partners in the Red Cross Red Crescent
Movement to respond to the complex situation in the
country, enabling access to increased funding to play
its role as a key actor in humanitarian response and
resilience. This response, channeled through CVA, has
seen a considerable increase, particularly since 2020.
As the graph shows, the average number of people
assisted per year has risen from 12,000-14,000 to
around 100,000 over the last five years, exceeding
134,000 in 2020 and 2023.
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Niger Red Cross is one of the
National Societies that has
distributed the most funds
using CVA. The volume of CVA
has increased steadily, reaching
very high levels since 2020. In
recent years, NRC has
distributed between CHF 10
and 15 million per year, thanks

to its involvement in several 125000
humanitarian crises and multi- 100'000
year programmes such as

. 75'000
ECHO-PPP. This scale reflects
the NRC's CVA operational 50'000
maturity. 55000
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Consolidated CVA organisational capacity

The NRC has undergone a remarkable transformation in
its organisational capacity for cash transfers. Starting from a
very limited level (almost zero), it has reached a significant
level of maturity thanks to its firm determination
combined with the actions carried out within the CVAP
programme. Support from partners, notably British Red
Cross (BRC), Belgian Red Cross, Luxembourg Red Cross,
ICRC and IFRC, has enabled NRC to acquire effective
resources and capacities, as well as mechanisms to ensure
accountability in its interventions. At the same time, other
operational partners (Spanish Red Cross, French Red Cross)
have joined, which has made it possible to expand the use
of the modality, strengthen learning-by-doing and refine
key processes.

Leadership played a key role in this success. From the
launch of the CVAP programme, governance was
established and supported the institutionalisation of
CVA, promoting their integration into the NRC's policies
and procedures, a level of support and commitment that
must be maintained in order to preserve and strengthen
the gains made.

SOPs, tools and processes have been well defined since the
early stages of the CVAP Programme, so the NS must
ensure that they are updated and adopted at different
levels.

Since the start of the programme, NRC has had a
dedicated CVA focal point, supported by regional focal
points and specialised volunteers, who have received
regular training and material resources to, among other
things, digitalize interventions.

Accountability (CEA) also plays an important role in the NS,
based on a national focal point, tools and resources put in
place to achieve complete systematisation. Initially
supported by ICRC and IFRC, the NS has benefited from

and expand geographical coverage.

Still on the operational front, it should also be noted that NRC has expanded
the use of this modality: from one or two sectors at the start of the CVAP
programme to five sectors today, while focusing most of its response on
MPCA (Multi-purpose Cash Assistance). At the same time, NRC has greatly
diversified its CVA partnerships: from aninitial core of one or two partners, it
now collaborates with nine partners from the RCRC Movement. This
diversification has made it possible to increase scale

response to population
displacement

Emergency ECHO-PPP
response to

COVID-19

2018-2019

2020-2022 2023-2024

Image: Average number of people assisted per period

contributions and support from various partners and
programmes, enabling it to implement essential
activities (community participation, PDM surveys,
complaint management mechanism). Similarly,
digitalisation and the implementation of pilot projects
have provided learning opportunities (CVA for migration
and CVA for nutrition).

@ Baseline Score 2019 gy Score 2025
Areal:
Leadership
commitment

Area 4: CEA,
coordination and
partnerships

Area 2:
Processes
systems and
tools

Area 3: Financial and human
resources and capacities

Shortly after the launch of the CVAP programme, NRC
set up an internal Cash Working Group that regularly
brings together key people from its various departments
and Movement partners. However, although it played a
leading role in coordination during the first phase of the
CVAP programme, a refresh is necessary to secure
coordination and ensure continuous improvement. At
the same time, NRC participates regularly in the national
Cash Working Group and in regional and global
workshops (Dubai -2025, Uganda -2024, etc.).
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NRC's Journey to Become 'Cash Ready'

Niger Red Cross's CVAP programme, supported by BRC, began in 2017 and stepped up its activities and
achievements following the recruitment of the first CVA focal point and the Bamako workshop!" (a turning point
in leadership commitment). Thanks to the close technical support of the BRC regional delegate and the skills and
commitment of the CVA focal point, the first phase (2017-2019) was very successful and enabled the establishment
of the pillars of the CVAP process, creating the internal capacities that have enabled the scaling up of CVA
interventions, while positioning Niger Red Cross as a reference for CVA preparedness in the sub-region.

Key aspects implemented during this phase at the NRC
include:
* The integration of CVA into the NRC's Strategy and
National Plans;
» The creation, validation and dissemination of SOPs
and CVA toolkit;

» The selection and training of regional CVA focal
points;

* Training of management teams and training of
trainers (ToT) to ensure replicability;

* The first CVA pilot in Dosso, enabling testing of SOPs,
tools and delivery mechanisms.

A significant effort was made to ensure acceptance and ownership of the modality, building capacity at several
levels (managers, support staff and technical teams, chapters), which enabled the implementation of CVA
interventions in 75% of regional branches in 2019. It was also during this phase that partner diversification
supporting CVAP and facilitating operationalisation took shape, through the expansion of the use of CVA asthe

preferred modality.
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The leading country in the sub-region in terms of CVA

In the first phase of the CVAP programme (2017-2019),
NRC achieved a considerable level of preparedness,
institutionalising the modality and enabling remarkable
levels of operationalisation, as evidenced by the analysis
of organisational capacities (see graph) and the more
than 134,000 people assisted in 2020.

"NRC has been considered a pioneer in CVA in the
region, serving as a model for other National Societies."

Starting in 2020, Niger Red Cross (NRC) took an
important step forward with the development of the
National Society's CVA Strategy and the signing of its
first framework agreements with financial service
providers (Orange, Airtel and Nita). These agreements
standardised payments, secured operations and
reduced administrative delays.
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Despite the constraints linked to COVID-19, the security
context and the change of CVA focal point in 2021, NRC
has maintained its efforts and consolidated its
achievements. This progress has been possible thanks
to the continued technical support provided by BRC
through the CVAP programme, but also to the
contributions of other Movement partners, such as the
ICRC (at CEA level), IFRC, Belgian RC, Danish RC, Spanish
Red Cross, Luxembourg RC and French RC. As well as
multi-year programmes such as ECHO-PPP®). These
contributions have made it possible to strengthen key
aspects of CVAP, such as the gradual integration of
accountability (CEA), consideration of the PCl, testing
and learning (CVA and health pilot or the Cash-Nutrition
Study, Zinder) and digitalisation via the RedRose
platform, improving traceability and data quality.

() Bamako Declaration: Workshop on "Challenges and trends in cash transfers: what strategic positioning for national societies in the Sahel?", attended by the leadership ofthe NSs of

Burkina Faso, Niger and Mali. This strategic reflection workshop resulted ina commitment by the governance bodies of the three NSs to integrate CVA into their systems and to make
CVAP a strategic priority in order to position the RCRC Movement as CVA actor in the Sahel region.

(2) ECHO-PPP (2022-2025): a programme implemented in 24 countries (including Niger), promoting the use of CVAand CEA as pillars of intervention.
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Enabling factors

The integration of CVA within Niger Red Cross was made possible above all thanks to the commitment of its
leadership, which gradually recognised the strategic value of this approach. This decision marked a turning point,
making CVA an essential tool for responding to emergencies. Key factors supporting this development include:

Context

+ A favourable global context: The time for launching
the CVAP programme was the right one, coming
shortly after the Grand Bargain (2016), in which the
global humanitarian community (donors and
organisations) committed to prioritise CVA as a
modality of assistance.

* The influence of donors in general (and ECHO in
particular), with their requirement to use CVA as the
preferred modality.

» The national context played an enabling role, on one
side thanks to the government's acceptance of CVA,
particularly in the early years of the
CVAP programme, and on the other side because of
the security situation, for which CVA offer modalities
that protect beneficiaries and volunteers while
facilitating operations.

 In addition, the availability of CVA distribution
mechanisms (viaFSPs) and associated payment
systems also provided practical leverage to facilitate
implementation (and scaling up).

National Society and implementation

« The commitment of the NS leadership from the
start of the CVAP programme and throughout the
process, not only by facilitating its implementation,
but also through internal advocacy role (to overcome
certain reluctance within the NRC) and its external
advocacy, with the influence exerted during certain
episodes of ban on the use of CVA in one or two
regions of the country.

» The CVA focal point(s) and their ability to generate
momentum, particularly in the early stages when the
foundations for CVA had to be laid within the NS. The
regional CVA focal points, present in the eight regions
promoted decentralisation to the branches.

- Training activities at all levels.

* The development and dissemination of SOPs at all
levels from the start of the CVAP programme.

* Framework agreements with FSPs that enabled the
structuring of CVA operations. These agreements not
only improved security and response time, but also
strengthened partner confidence and enabled the

scaling up of interventions in different regions.

* The integration of CVA and specific tools into the
National Society's reference documents and the
National CVA Strategy.

* Support from Movement partners (ICRC, IFRC, BRC,
Belgian RC, Danish RC, Spanish RC, Luxembourg RC,
etc.) who have contributed either with technicaland
financial support to the NRC's CVAP programme
(CEA, digitalisation, pilots, training, etc.), or by
promoting the use and scaling up of CVA as the
preferred modality in emergencies and in different

types of interventions.

Approach

Other aspects to consider relate to factors linked to
the CVAP programme approach itself, namely:

» The approach implemented for CVAP was
organised around: action plans based on needs
analyses (self-assessments), the availability of
funding, particularly in the initial phase, to rapidly
kick-start priority areas and ensure availability of
the CVA focal point, the systematic involvement
of leadership and long-term technical support.

» The regional dimension of the CVAP
programme, implemented in five countries in the
sub-region (three in 2017 and two added in 2020)
and complemented by the creation of the
Community of Practice (CoP) as a space for peer-
to-peer exchanges; and the emphasis on
continuous learning through mid-term reviews,
pilots and evaluations, particularly in the first

phase.

The availability of a clear framework and
harmonised tools from the RCRC Movement for
CVAP, which facilitate the implementation of
CVA programme activities, processes and tools
and the quality of CVA responses.

The NRC's journey confirms

that structured
CVA preparedness transforms
the speed, scale and quality of
CVA responses.
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Outlook and next steps

NRC's ambition is to continue its CVA institutionalisation in order to be able to respond effectively to the needs of
populations through quality services by increasing the percentage allocated to CVA to 30% (CVA Strategy 2020-2025)

by prioritising:

[t Maintain strong commitment from leadership to CVA issues so that, among others, the NRC commits to
actively advocating with authorities and overcoming any ban on the use of CVA at the regional level.

Formalise and institutionalise the role of the CVA focal point in the organisational chart.

Consolidate and diversify partnerships (both internal and external to the RCRC Movement) by highlighting
the capacities acquired in the areas of CVA, CEA and other cross-cutting aspects.

Consolidate CVA organisational and operational progress through regular and structured reviews of tools,
SOPs, emergency procedures, strategy and framework agreements, in coordination with the internal working

group. Review and simplify internal processes in order to meet challenges in terms of speed of delivery.

Strengthen and retrain technical capacities for CVA, monitoring and evaluation, CEA and information
management at various levels (Leadership, National Headquarter and branches) through formal (and
tailored) training and learning by doing. Consolidate and disseminate robust accountability mechanisms

(hotline, commmittees formed).

Institutionalise and strengthen digitalisation capacities (including data storage and archiving aspects) and
their systematic and cross-cutting integration into programme implementation processes beyond CVA. Full
adoption of RedRose and/or other similar digital solutions that manage CVA in a transparent, secure and
adaptable manner to contextual changes.

Anticipating security risks: developing alternative protocols for high-risk areas (e.g. vouchers instead of
cash) and enhanced coordination with local authorities for rapid validation. Diversification of CVA
mechanisms (vouchers, e-vouchers).

Advocacy actions. Building up on Burkina Faso RC example, strengthen the technical and strategic reference
role in favour of the use of CVA.

Revitalise CVA coordination mechanisms and actively engage in national and regional coordination and
learning mechanisms (CWG, CoP, etc.). Capitalise on good practices in a systematic manner.
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Case study developed by the IFRC
Livelihoods Centre. January 2026.
We would like to thank Niger Red
Cross, its CVA partners and the

British Red Cross for the information
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