
Locally Led Efficiency: Cash is more cost 
efficient when systems and preparedness 
are in place

Session 1 | “Money where it matters: the case for locally led cash” 1 June 2026

Ville Palonen / Finnish Red Cross
Eswatini Red Cross Society cash transfer operation

Olena Skrypnikova, Head of the Innovative 
Financing and Cash Transfer Programming Unit at 
the Ukrainian Red Cross

Nisan Geysu Özdemir, Operation & Cash Transfer 
Deputy Coordinator: Humanitarian Ops & Community 
Engagement at the Turkish Red Crescent

Cate Turton, Director of CALP Network

Sudanese Red Crescent Society



Show Me the Money:
Efficiency and Effectiveness in 
Humanitarian Response

This work has been 
funded by the German 
Federal Foreign 
Office (GFFO)



Report Findings

How do we maximise the

impact of every dollar, schilling, 

afghani, euro …… spent on 

humanitarian assistance?







Efficiency measured by Total Transfer Ratio 

Mean efficiency exceeded 65% for cash transfers: 70% when weighted 
for program size   

Mean efficiency for food assistance was 55%

Multipurpose Cash Assistance

In-Kind Food

MPCA is 
37.5% 
more cost 
efficient to 
deliver than in 
in-kind food

Modality: 
Cash is Consistently More Efficient



Modality:
The efficiency of cash is increasing

Compared to a 2016 ECHO benchmark, there have 
been substantial efficiency improvements in 6 out of 
8 comparable modality- response type combinations

Largest gains in efficiency are in cash responses in 
complex emergencies - which increased by 34%

This efficiency gap between food assistance and 
cash will continue to grow given the scope for further 
innovation in cash 



Partner Type:
Local and National Actors Deliver Efficiently

First data set on the efficiency of locally-led cash
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This is despite the fact they are 
delivering at smaller scale

Local and National Actors receive 
only 10% of international 
humanitarian funding with direct 
funding at 3.8% (ODI Global)



Scale
If You Want Efficiency, Scale Cash
Efficiency of MPCA increases rapidly as 

program size increases. 
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Food Assistance shows limited 
economies of scale. 



Efficiency is Not a Race to the Bottom

Efficiency is only one element of Value for Money 

It must be considered alongside:

• Effectiveness (quality and impact of assistance) 

• And Equity – reaching those most in need

It is about the responsible stewardship of scarce 
resources 



Effectiveness: CVA Multiplies Impact
CVA transfers circulate through local markets, generating additional economic 
activity beyond the initial transfer.

• Cash produces stronger local 

multiplier effects than in-kind aid

• In some contexts, multipliers are 

up to 1.5× higher

• Benefits ripple through traders, 

suppliers, and communities



Value for Money – More to do 
We have a partial picture on effectiveness – impact of cash

Some data on market multiplier effect

Partial data on cash and sectoral outcomes – nutrition and protection

But we haven’t systematically articulated cash’s effectiveness

- In terms of choice (noting resale of in kind) 

- Agency, dignity and well-being



Three Take-Aways

Adopt a cash-first approach
With cash, up to 37.5% more funding reaches people in need 
than when aid is food assistance

Support and scale up locally-led cash
Cash is a powerful enabler of localisation. Local organisations 
achieve with 84% efficiency for MPCA. We have to break out of 
the funding trap.  

Harness the benefits of scale
Small cash programs are efficient and get rapidly more 
efficient as they grow.



Please Read the Report

CALP's web page includes:

• Summary (Ar, En, Sp and Fr)

• Explainer video (Ar, En, Sp and Fr)

• Report as PDF (En)

• Report as web-read (Ar, En, Sp and Fr)

• A downloadable slide-deck and 
infographic (En)

calp.net/ShowMeTheMoney
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Introducing the research: 

Ruco Van Der Merwe and Ed Luce 
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Objectives

1. Develop a methodology for cost efficiency analysis

2. Apply the methodology across a sample of RCRCM operations and distil key findings

3. Translate findings into recommendations for RCRCM decision making

“Global 

Benchmark”

Global benchmark 

refers to the 

findings from 

CALP’s Show Me 

The Money report. 
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Dataset Composition
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Regional Distribution and Funding
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RCRCM outperforms the broader humanitarian benchmark

Why this matters

● MPCA substantially outperforms 

in-kind 

● Descriptively RCRCM is higher 

for all modalities.

● MPCA and Cash demonstrate 

economies of scale

19

88% vs 66%
MPCA weighted TTR compared

with in-kind (33% more efficient!)
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RCRCM outperforms the broader humanitarian benchmark

$0.07–$0.15
additional reaching 

recipients per $1 spent

Why this matters

● RCRCM TTR performance 

exceeded global benchmarks 

across all four modalities, 

delivering a 10–21% efficiency 

gain depending on modality.

● Gains are directionally 

consistent across all modalities

20
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Scale is the clearest and most consistent efficiency lever

+2.6 pp
TTR gain for each
doubling of scale

23%
of TTR variation
explained by scale alone

21

+8.6 pp
Gain when moving from 

$1M to $10M
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Systems maturity amplifies the gains

75% → 80%

Weighted TTR increase as 

preparedness rises

22

Why this matters

● While initial preparedness 

investments might reduce 

efficiency, over time gains can 

be seen.
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Four headline findings

01
RCRCM shows strong value for 

money
Observed TTR is 10–21% above the global benchmark across 

modalities; roughly $0.07–$0.15 more reaches recipients for every $1 

spent.

02
Scale is the strongest efficiency 

driver
Each doubling of programme scale is associated with about +2.6 

percentage points in TTR. 

03
Cash-based modalities 

outperform in-kind
Weighted TTR reaches 88% for MPCA versus 66% for in-kind 

assistance, implying about a one-third comparative efficiency gain.

04
Systems matter 

Preparedness and systems investments appear to deliver a return on 

investment as those efforts mature.

These patterns are directionally robust despite data limitations and should be read as practical decision signals.
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Cost-Efficiency in Ukraine: What Drives 
Performance
Efficiency in the Ukrainian context means maximizing value delivered to 
people — not simply minimizing costs. This translates to a 85% Transfer-to-
Recipient (TTR) rate, fast and scalable delivery, and sustained coverage of 
vulnerable groups in active conflict settings. Critically, efficiency is achieved 
through system design, not cost control alone.

High TTR

85% of funds reach recipients 

directly, minimizing overhead 

leakage.

Fast & Scalable

Delivery systems built to surge 

rapidly without proportional cost 

increases.

Conflict Coverage

Vulnerable groups in frontline areas remain consistently reached.

COST-EFFICIENCY ANALYSIS  |  UKRAINE RC



1   ·   C O NT E X T  &  R E S PO N SE

Operations Analyzed 1 (2 projects under URCS One Plan) 

Crisis Typologies Conflict

Response Period 2025-2026

Modalities MPCA and cash for winter

Delivery Mechanisms
IBAN transfer and postal delivery 
service

Total Budget Analyzed CHF 19,168,760

2   ·   C O UN T R Y CO ST - E FF ICI E NC Y R ES UL T

T R A N S F E R  R A T I O  ( T T R )

85%
of total spend reached beneficiaries directly

Transfer amount

Support and 
overhead costs

3   ·   H O W  T H IS C OM P A R ES

• Ukraine RC ranks among the highest performing countries 
in the dataset, with a TTR of 85% — well above both the 
RCRCM and global averages.

• Ukrainian RC’s MPCA and winter cash programs achieve a 
weighted average TTR of 86% compared to the global 
MPCA benchmark of 73%, making Ukraine RC 
approximately 18% more cost efficient on this modality, 
meaning 13 more cents of every dollar spent reach end 
recipients than the Global average.

• A key contributing factor is the scale of these programs. 
The two entries analyzed (MPCA and winter cash) total 
nearly CHF 20M in value within a single year (10M each).

• Other cost efficiency drivers are access to direct funding 
(without intermediaries); use of national staff and 
volunteers (no international costs and URCS FSPs 
agreements.

• Secondary factors that may have improved cost efficiency, 
aside from details in the KII, are likely the high level of 
preparedness and experience with CVA as well as 
digitization and systems integration in the country.

4   ·   K E Y IN FO R M A NT  IN SIG H T S

Having global cost-efficiency methodology and harmonized metrics 
that are used across organizations is key to ensure cost-efficiency 
calculations are comparable and fair — Ukraine Red Cross Society KII, March 2026

• Branch network & volunteer model: volunteers more expensive in 
Ukraine than elsewhere since must pay them as temporary labor. 

• Digitization and systems integration: utilizing white label RedRose for 
beneficiary management, bypassing it for transfers, setting up direct 
contracts with local FSPs and banks which drastically reduced transfer 
fees. With API integration with FSPs. Registration, transfers and PDMs 
digitalized since 2022 with dashboards for analysis.

• Optimized frequency: single large one-off transfers to multiple rounds, 
based on people’s preferences; shrinks admin, legal and tax compliance 
related costs, reducing per transfer overhead.

• Greater efficiencies achieved in the past by linking with government 
programs. i.e. Prykhystok 2022-2023 government handling registration, 
URCS executed verification, transfers payments and lead on monitoring.

5   ·   I M PL IC AT I O NS  &  R E C OM M E N D A T IO NS

Summary: 
Despite challenges of active conflict, taxation and higher volunteer costs, 
Ukraine is operating as a best practice managing to achieve high TTR, with 

strong digitization, CEA and systems integration. 

Recommendations:
• When conducting future RCRCM cost efficiency analysis at country level, 

look also at inclusion objectives alongside TTR, especially in contexts for 
conflict or remote areas when comparing efficiencies (“leaving no one 
behind” often has a cost efficiency trade off).

• Further document the best practices in integrating RedRose for 
beneficiary management with a custom API with local financial 
providers contracted directly by the National Society for greater cost 
savings in high volume operations.

RCRCM Cost-Efficiency Study  ·  DRAFT 

Ukraine

Transfer amount

COST-EFFICIENCY ANALYSIS  |  UKRAINE RC



Five Primary Drivers of Efficiency
Ukraine's cost-efficiency model rests on five interconnected pillars — each contributing to lower costs, faster delivery, and greater 
operational stability.

1 Capacity & Preparedness

Systematic capacity building across 

all branches with continuous 

preparedness trainings. Pre-trained 

regional teams enable rapid response 

without additional surge costs, 
reducing delays and operational 

inefficiencies.

2 Human Resource Model

Predominantly national staff creates a 

lower HR cost structure with leaner 

support packages compared to 

international actors. Stable, 

continuous teams reduce turnover 
costs and ensure operational 

continuity.

3 Anticipatory and Flexible 
Setup

Framework agreements with multiple 

FSPs — banks and postal operators — 

allow selection of the most cost-

efficient delivery channel per 

context. National systems often yield 

lower transfer fees.

4 Digital Systems Integration

A fully digitized end-to-end process: assessment → registration 

→ validation → payments → monitoring. No paper-based 

workflows means reduced admin costs, faster delivery, and 

minimized errors.

5 Upfront Infrastructure Investment

Regional teams are equipped in advance with devices and 
tools, avoiding repeated procurement cycles. This lowers the 
marginal cost per response as scale increases.

COST-EFFICIENCY ANALYSIS  |  UKRAINE RC



Unique Movement Advantages and Key Takeaway
What Makes the Movement Unique

The Movement's competitive advantage in Ukraine 
stems from a rare combination of assets that no 
single actor can replicate:

• Nationwide local presence with deep 

community trust

• Auxiliary role to government enabling 

privileged access

• Ability to combine local delivery, digital 

systems, and financial partnerships 

simultaneously

This combination enables high efficiency at 

scale, even in frontline and conflict-affected 

contexts where other actors face prohibitive 

operational costs.

The Core Insight

Cost-efficiency in Ukraine is not a by-product of low costs. It is the result of 

deliberate, upfront investment in three interconnected areas:

Local Capacity

Trained national staff and regional 

teams embedded in 

communities.

Digital Systems

End-to-end digitization 

eliminating manual processes 

and errors.

Anticipatory Preparedness

Pre-positioned resources and agreements that activate without delay.

The result: high-impact delivery at scale in one of the most complex 

conflict environments.

COST-EFFICIENCY ANALYSIS  |  UKRAINE RC



Money where it matters:
The case for locally led cash

Locally Led Efficiency in Practice:

The Turkish Red Crescent Experience

Cash Hub Movement online event • 1 June 2026





Internal Systems & 
National Integration
One operational architecture connected with 

national systems enables verification, payments, 

reporting, communication and stronger 

accountability.

Sustainable Partnerships 
Long-term cooperation with government 

institutions, financial service providers, 

Movement partners and other key stakeholders 

strengthens agility, trust and coordinated delivery.

Shared Operational 
Capacity at Scale
Shared service centres, teams and infrastructure 

across programmes reduce unit costs.

Efficiency is built through systems, preparedness and shared capacity  — not at the 

transfer stage alone.

Main Enablers of Efficiency



Efficiency grows when shared systems, coordination, reusable capacity and flexible delivery work together.

Integrated systems, national coordination, shared capacity and flexible response within one operational model.

How Turkish Red Crescent Builds Efficiency

Preparedness

Data Exchange

Flexible Delivery at Scale
Existing systems, trained teams and operational arrangements were already 
in place.

Existing beneficiary data and government system integration enabled quick 
targeting without a new application process.

Through the Collective Kindness Project, cash assistance was delivered via SMS-
based reference codes, enabling rapid support at scale.

Service Centres HQ & Field Teams Systems & Infrastructure

Multi-purpose centres 

serving multiple 

programmes

Shared teams delivering 

services across programmes

Common systems, tools and 

infrastructure used by all

Verification Payments SMS & Calls Operational 
Follow-up

Reporting

One architecture. Many programmes.

Integrated Systems Architecture

2023 Earthquakes

KIZILAYKART Ecosystem

Shared Capacity

Shared Capacity = Lower Unit Costs



Thank you for listening!

Visit the cash-hub.org for 
more information, webinars, 
reports, and case studies. 

https://cash-hub.org/
https://cash-hub.org/
https://cash-hub.org/
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