Standard Operating Procedures (SOP) of the
[bookmark: _GoBack]Nigeria Red Cross Society–NRCS Country-wide Implementation/Support Programme &  Financial Service Providers (FSP).
Program Activity: Cash Transfer
Modality: Cash transfer through Cash/pre-paid card as  Agreed Processes and Procedures 

Background Information
[bookmark: _Hlk117070893][bookmark: _Hlk530380169]Nigeria is experiencing the worst floods in at least a decade, with a widespread impact in 33 of the country’s 36 states. Ongoing floods which are now receding in most states damaged homes, and infrastructure, destroying farmland and displacing people from their communities. The latest reports confirm that at least 2.8 million people have been affected, at least 6123 lives have been lost, and more than 2,500 injured. Two million people have fled or were evacuated from high-risk areas, carrying only the belongings they could take with them, but finding themselves in extremely poor conditions and without sufficient safeguards, exposing them to heightened protection risks. conditions and without sufficient safeguards, exposing them to heightened protection risks. 
The immediate effect of this disaster is devastating, with millions of people in need of life-saving humanitarian services Floods Update such as shelter, water, sanitation, emergency health and food. The medium-term impact has yet to be understood, but the risks of epidemics (Nigeria has already experienced a spike in cholera this year), respiratory diseases, malnutrition, and protection are imminent. Furthermore, an economic collapse cannot be ruled-out, due to the massive losses in trade, food production, and livelihoods, which are expected to deeply impact the most vulnerable parts of the population, of which 19.4 million are already experiencing one of the most severe food insecurity crises in Africa.
[bookmark: _Int_FlYrCBVL][bookmark: _Int_k97guNFn][bookmark: _Int_8Zt8Agir]The government in its letter conveyed to the UN through National Emergency Management Authority (NEMA) on the 6th of October 2022 sought the assistance of UN and other humanitarian partners for relief items such as food, nutritional food, essential household items, emergency shelter, WaSH, medical supplies, and logistics support.
The Nigerian Red Cross Society (NRCS) aims to support the Beneficiaries in the most affected disaster-hit states. The response strategy will be to support up to HHs/ people across the 36 states and the FCT with focus on providing integrated basic needs assistance using Cash and Voucher Assistance (CVA) as the response modality. The NRCS will provide unconditional multi-purpose cash transfers to households in the country, including migrants and IDPs, addressing multi-sectoral immediate and early recovery needs.
	S.No
	States
	LGAs
	Communities
	Target

	1
	36 states and the FCT
	774 LGAs
	Communities across the 774 LGAs
	HHs

	Total:
	 Communities
	HHs


A total of certain beneficiaries to be tabulated around HHs per state will happen as follows:
· Intervention: households (HHs) across 36 states and the FCT, transferring circa 30,500 - 300,000NGN  to each beneficiary. Precise amount will be defined following the analysis of assessment data.
This is based on set beneficiaries selection criteria and the registered beneficiaries are to be provided with unconditional cash grants for the immediate food needs including livelihoods and other basic needs in one instalment. 
[bookmark: _Hlk54273764]Intervention: Transfer per beneficiary 30,500 - 300,000NGN
	Serial number
	Zone
	State
	Local Government Administration Area (LGA) / Community
	Target Beneficiaries
HHs
	Cash Value per State in Naira (NGN)

	1.
	NC, NW, NE, SS, SW and SE
	36 and the FCT
	774
	HHs
	30,500 - 300,000NGN

	
	
	
	

Total
	
1500
	
30,500 - 300,000NGN

	
Total of 36 States and the FCT = HHs
	30,500 - 300,000NGN

	
Grand total for 36 States and the FCT  - 30,500 - 300,000NGN
	30,500 - 300,000NGN



For the one time transfer made to each beneficiary, there has been an agreed pre-paid card production and service fees at a rate of …… in 36 states and FCT. No additional fees as printing of coupon with reinforced security measures is not applicable in the modality. The fees shall be paid based on the number of Cash/pre-paid beneficiaries cards produced by the FSP. The mechanism agreed upon with the FSP is to utilise a Cash/pre-paid card with a special and unique beneficiary name, bar code number and picture security control features to mitigate fraudulent activities and the risks involved.
The intervention value in 36 states and the FCT might be the same, each selected beneficiary is to receive a single instalment of circa 30,500 - 300,000NGN per household. With targeted households whereas 36 states and the FCT with a cash volume of cash for beneficiaries in the states.
[bookmark: _Hlk4715822]All activities including cash distribution are implemented directly by NRCS through the FSP, which is the selected Financial Service Provider (FSP) for the intervention operations to provide direct cash distribution services in38 stets and the FCT. NRCS has specified number of beneficiaries targeted in each of the LGAs in the project locations, as clearly reflected in the table above. The FSP must ensure strict adherence to the geographical coverage mentioned above when delivering the Cash/pre-paid cards and subsequently cash distribution (finding the cards). 

Purpose of this document
Following processes and procedures set out in the signed contract Nigerian Red Cross Society (NRCS) and UNION  thereof to be address as FSP the aim of this document is to agree on the roles, responsibilities and tasks of the Nigerian Red Cross Society (NRCS) and UNION . This also includes official communication lines, as well as joint planning and review of the anticipated cash-card distribution plans as outlined in this document. Clear processes and procedures agreed by all parties involved shall ensure a smooth implementation of the cash distributions throughout the program.

This document shall be updated whenever deemed necessary by either party based on the outcome of the below agreed feedback and review meetings.
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1. Communication 
1.1 CONTACT PERSONS
The main Contact Person for contractual issues will be as stated in the contract.
In addition, the appointed financial and technical focal point have been listed below to ensure timely and efficient communication and implementation of agreed tasks.
NRCS National Society:

	Name
	

	Position: 
	

	Email:
	

	Telephone:
	

	Purpose:

	Will be the person responsible for the program manager/Budget NRCS floods implementation and should decide in case of any changes or concerns.



	Name
	

	Position: 
	

	Email:
	

	Telephone:
	

	Purpose:

	Will be the NRCS CTP focal person responsible with the intervention - CTP for the planning and implementation of the cash distributions together with NRCS operations.



FSP: (to be filled by FSP)
	Name
	

	Position: 
	

	Email:
	

	Telephone:
	

	Purpose:
	Will be the FSP focal point to be contracted regarding the contract, transactions, invoices, FSP statements and financial reports.



In case of change of focal points on either side, the respective Party will inform the other party via email and provide the contact details of the new focal point. The change of focal point shall be conducted without creating any gap. FSP will inform any of the partners (NRCS) involved in the operation before the distribution of the contact details of the responsible agents including the FSP branch office representatives that will also be available at the distribution sites. FSP can contact NRCS directly in such situation without first communicating and getting prior approval from any partner.

1.2 FEEDBACK AND REVISION OF AGREED PROCESSES
It is imperative to have clear feedback mechanisms allowing for revision of agreed processes. This is crucial  especially at the beginning of the contract so that regularinformation exchange and eventual adaptations of the processes and procedures are anticipated well in advance.

Regular meetings shall be conducted at the field level with FSP to review the conducted distributions and improve on the set up. Partners can join the NRCS in meetings with FSP agents if they are involved/available.

When necessary, following actions can be undertaken (but are not limited to those examples)
· Additional meetings with FSP may be scheduled to tackle any challenges identified during the distributions, identify practical ways to efficiently mitigate them and to put measures to improve the collaboration (i.e. live monitoring measure of distribution, follow up on any non-functioning systems and in case of disagreement with reconciliation reports)
· Orientation of FSP by NRCS is required on the following topics: 
· Red Cross Red Crescent  Movement, its principles and the Code of Conduct
· After the distribution has been finalized NRCS will organise a review and lessons learned exercise with UNION  and their agents will be in attendance (amongst others) to participate in the workshop.

2. Procedures for processing transfer of funds and service fee payments
After signing the contract and submission of agreed distribution and disbursement plans, following steps will be undertaken to process the funds.

1. Foods project will use the existing NRCS account with FSP already in use solely for cash transfer of the recent operation.
2. Floods project funds will be transferred through UNION to the beneficiaries after production and distribution of pre-paid cards as outlined in the contract between NRCS and  FSP .
3. FSP will confirm having received the funds within three (3) working days of reception in their account.
4. Upon receiving the essential information about beneficiaries from NRCS, the FSP will make all necessary steps to ensure a smooth transfer of money to the NRCS intended beneficiaries as per the agreed procedures for each mechanism in each state in the given time frame.
5. Reconciliation and refund of excess funds  needs to be done within five (5) working days of receipt of invoice and other supporting documents as outlined in the contract.
6. FSP will redeem the funds transfer advice/evidence during the cash tra transfer and in any case might provide NRCS with access to both on-line and off-line applications that will allow NRCS to monitor remotely the cash funded into the Cash/pre-paid cards as per FSP available electronic services. 
7. After the distribution of the Cash/pre-paid cards by NRCS in each of the communities, LGAs in 38 states and the FCT in line with the list of beneficiary used during production as agreed and signed beneficiary list in accordance with fund advice reports from FSP will be received bythe NRCS CVA/CTP focal point for onward documentation in HQ within two (2) working days. This will be used to fast track the reconciliation process with the FSP.
8. NRCS will need to receive a complete written transaction report from FSP with details of debited account of the amount disbursed during each distribution(s). This should be done within three (3) working days” to receive both this and the reconciliation reports together.
9. Once the overall Cash/pre-paid card distributions are completed, FSP will provide NRCS with an invoice detailing the total amount disbursed and the applicable service fees. FSP deduct the agreed service fee within seven (7) working days.
As per the signed contract, FSP remains fully responsible for the payment and management of any sub-contracted party if applicable.

3. Procedures for distribution and reconciling disbursement
FSP  will follow and adhere to the set procedures for distribution including reconciling of disbursement set steps.
3.1 PLANNED DISTRIBUTIONS 
Due to the fact that the selected households are from remote rural and/or urban communities and that most of them are with different high level of vulnerability, cash over the counter modality could have been the best.  Because of the CBN policy of no cash and transfer limits, the mechanism was lately changed to production and funding of Cash/pre-paid cards based on the list with unique security features specified for each beneficiary redeemable for direct cash through distributed cards to be used in any point of sale (POS), automated tekller machines (ATM) as well as other financial applicable systems  as it may be applied. As this will be done by the beneficiaries, the NRCS will appoint their staff and volunteers to monitor and facilitate the Cash/pre-paid card distribution process. To understand the success, challenges and oucome these will include post distribution monitoring (PDM) afterwards. 
The FSP should provide a risk assessment and analysis of anticipated risks and mitigation measures before the commencement of Cash/pre-paid cash disbursement activities. A security plan including evacuation mechanisms will be put in place by both the FSPand NRCS in an event of unlikely situation. However, remains responsible for all risks encountered before and during cash distribution process.

3.2 DISTRIBUTION SITE
The Cash/pre-paid card distribution will be carried out at different communities and LGAs in 36 states and the FCT.  Locations will be selected considering proximity and accessibility for the target communities in each state. The NRCS with its network of branches and volunteers will identify, jointly with communities, suitable locations. Factors such as site safety, access, security, infrastructures, and beneficiaries’ dignity will be considered. All changes in the Cash/pre-paid card distribution location will be communicated with the beneficiaries.
3.3 DISTRIBUTION PLAN - DETAILED
The detailed distribution plan (prepared by NRCS and community will be updated on a regular basis and shared  with its Branches. 

As stated in the contract, the NRCS will inform FSP in advance   at least three (3) working days before on the planned card distribution to intimate the beneficiaries on the disbursement and schedule for  each location, including the date, communities, target and number of beneficiaries, and the amount due for the total expected number of beneficiaries.

1.4 SET UP & SECURITY

Following process is anticipated for the set up for the distributions (this can be adapted according to the context):

	NRCS IMPLEMANTATION

	Activities to be conducted;

· Register affected person (information) – NRCS, Branch, volunteers, community
· Clean data (affected person and Proxy) - NRCS, Branch, IT/IM, Logistics
· Share the date with FSP (List, SOPs and TORs) - NRCS, Branch, DM
· Transfer of funds to FSP (acknowledgement) - NRCS, Finance, logistics
· Planning and distribution of Cash/pre-paid card (FSP and NRCS) – Finance, logistics, CEA, volunteers, community members
· Transfer of Funds to individual Cash/pre-paid cards (FSP and NRCS) - Finance, logistics, CEA, volunteers, community members
· Reconciliation and PDM (FSP and NRCS) - Finance, logistics, PMER, CEA, IT/IM.



There will be 2 NRCS staff from headquarters, 5 Branch Reps and up to 10 or more volunteers present at the card distribution site. The number of volunteers may vary depending on the number of households to be served.
Roles and Responsibilities of NRCS, , Units, Division and Branch Volunteers include:

a. Registrations where it is checked that beneficiaries have not provided the appropriate account details (Personal/Proxy) the team will re-register to update the data. As it it’s the beneficiaries list collected can be used to produce a Cash/pre-paid card in line with the informations available and data shared to the server using the kobo tools. In the case of out break of pandemics and other levels of screenings (security point). The COVID-19 NCDC guidelines will be adhered to in all the sites.
b. Data cleaning beneficiary details (Name, Community, LGA, state, bar code number, picture control code e.t.c) are confirmed from the list to have tally with name and means of identifications for onward documentation
c. Share Data where beneficiary information ID and coupon are checked and validated which shows information (Name, Community, LGA, state, bar code number, picture control code e.t.c) and a picture of the beneficiary gathered using Kobo collect these will be shared with the FSP for production of Cash/pre-paid card for respective beneficiaries..
d. Transfer to FSP the NRCS finance will transfer funds to the FSP in line with the requisition as shared by logistics. The funds transfer process and advisory will be closely followd up by DM department. This process must be acknowlded by the FSP within 3 days of the week of transfer.
e. Planning The FSP is responsible for production and funding the Cash/pre-paid card on one part and the on the other hand NRCS volunteers will deliver sensitisation messages to beneficiaries on the amount of cash they are receiving, the vulnerability criteria, the process of the cash transfer/ distribution, the service provider and the Red Cross Red Crescent Movement. In addition, beneficiaries will be informed on how to reach out to the Red Cross to get support if they have any issue. They  should also be sensitized on what the Red Cross expects them to use the money on,  as well as  messages on fraud and corruption prevention, making clear that NO ONE can ask them for a fee to help them or give them the money.A group of between 10 - 20 beneficiaries will be sensitised at a time while they get prepared for encasement after receiving their Cash/pre-paid cards.
f. Cash Transfer to affected population The FSP is responsible for transferring funds to individual Cash/pre-paid cards in line with the list provided by the NRCS. Transfer/funding Cash/pre-paid and card attracts 1128.75NGN. The 20 volunteers and 3 Branch representatives will responsible for following up at Branch during the period to support coordination, guidance, communication and information sharing.
g. Supervision and management of the cash transfer using the Cash/pre-paid cards to ensure a proper filtering of inclusion and exclusion errors. The supervisors also monitor the processes and that all beneficiaries are treated safely and according to the humanitarian principles. The NRCS CVA/CTP focal point at HQ staff placed to coordinate with the FSPs will follow up on reconciliation report and other recommendations.
h. Feedback desks a separate number of volunteers will be available from which beneficiaries and non-beneficiaries can get information or share feedback or complaints. The feedback desk will mounted by 2 volunteers for a week, and a Branch representative will provide guidance on the happenings collate community concerns by managing non-beneficiaries approaching at the point of community engagement desk.

Community Resilience Committees (CRC) –  Composed of 1 persons per LGA -  will have one member per LGA working with the volunteers if possible at the support/verification desk, community engagement and accountatbility-CEA desk.

Community Engagement and Accountability (CEA): the volunteer supporting the feedback desk (a male or female). For sensitive complaints there will be a discrete place to enable beneficiaries to provide confidential complaints. The Toll free lines will shared with the general public for complaints and feedback on the program design, selection criteria, CRC selection/activities, queries,  security threats, satisfaction and appreciation. These will be followed up centrally for the NRCS HQ by the communication department.

1.5 SECURITY PLAN
The minimum requirements for the cash distribution including the security protocols to be observed on the distribution date include: vehicle conveyance, radio calls, satellite phones,  charged mobile telephones, fire extinguishers, first aid kits, telephone contact list,  etc. will have to be adhered by all Red Cross staff. This plan will advise on the evacuation protocols in case of unforeseen attack, communication protocols and coordination with NRCS. The Red Cross and Red Crescent Movement cannot use armed vehicles, nor allow arms at the Red Cross designated distribution site, nor have armed police on site. It is the FSP decision to travel with armed guards or to carry any kind of weapons. However, the entry to the distribution site will be only be permitted without arms. FSP will be responsible to ensure security for their staff, agents and assets. 

Security Management (implemented by NRCS Security staff):
1. NRCS Security to conduct the detailed Security Risk Assessment (SRA) of all main supply roads, States capitals and LGAs of planned programme implementation.
2. Security to submit a detailed report and proper mitigation measures, SOPs and protocols to be put in place in a timely manner as it relates to the outcome of the SRA conducted.
3. Develop risk management matrix, maintain risk register, and communicate with all responsible.Additionally, an evacuation plan should be in place from the distribution site done by NRCS/FSP security staff. 
4. Determining risk control measures to all risk identified (transfer, accept, reduce, or mitigate and reject/avoid).
5. Provide capacity enhancement training in risk management.
6. Conduct pre -deployment security briefing to all staff programme staff.
7. Continue monitoring of security situation including tracking of travelling team and organization’s assets.
8. All NRCSSecurity policies must be sustained except otherwise approved by the NRCS-Secretary General.

3.6 DISTRIBUTION PROCESS & ROLES AND RESPONSIBILITIES
After the agreement and confirmation of FSP on the upcoming cash transfer/distributions, and contact details of FSP representative/ agents for the distribution have been received, the following distribution process should be in place:
· All volunteers participating in the distributions are trained at minimum, a day or two in advance of distributions to make sure they understand the programme, the processes, their roles and responsibilities and are security aware.
· The day before the scheduled distribution,  branch secretaries, branch disaster management coordinators, branch CTP focal  point and divisional volunteers will clear the access to the distribution site and confirm to NRCS that there is access for vehicles to the site. The NRCS will confirm with UNION accordingly. UNION will also have to check the access by themselves and liaise with the NRCS.
· The Branch and divisional volunteers will arrive at the site between 60 to 90 minutes every morning within the period of card distribution and to make sure that all required assets are available (tables, chairs, rooms) and clear the access to the point.
· NRCS HQ staff monitored the distribution of cards while the Branch representative arrive at the same time as the divisional volunteers, at least 30 minutes before the distribution, to teamwork on site preparation and whatever else is necessary to prepare. The Roles and Responsibilities should be clear from a day or two before the commencement, and that information should be shared with the volunteers during their training.
· NRCS will advise the UNION of the precise time to effect the fund/cash transfer to Cash/pre-paid cards will starts. 
1. The UNION agent, one NCRS staff in charge will safely confirm the amount of money transferred on the day as agreed for the distribution.
1. Any anticipated delays of UNION delivering as planned must be communicated to NRCS at least 2 days before the scheduled arrival time. Any cost incurred by UNION delay will be the responsibility of UNION. 
1. The communities will be communicated so as to get prepared against the cash transfer schedules.
1. Each community volunteers facilitate their respective Community Resilience Committee (CRC) if need be, the CEA to the local authorities will be handled squarely.
Disbursement/Cash transfer to individual beneficiaries:
9. The beneficiary informations as presented to FSP will be printed with the list on their name to validate distribution of Cash/pre-paid cards. Beneficiaries are authorized to communicate/ verify the amount received in their funded cards afterwards.
9. The NRCS staff, will collect and signatures from the beneficiaries through volunteers after they must have received ther Cash/pre-paid cards in line with the additional security measure in a hard copy. A list will be provided to them before the card distribution with beneficiary names, NRCS ID and  FSP coupon with unique security and the amount to be distributed. (see template list). This list is confidential, and will remain in power of the NRCS after the distribution is finalized. 
9. The Cash/pre-paid card shall be used by beneficiaries  or their funds redeemed electronically. UNION must be able to provide a system that efficiently works in both on-line and off-line modes for NCRS live funds transfer to the cards for proper distribution monitoring. 
9. One NRCS staff will be in the community during the card distribution in preparation of the disbursement of cash as a means of verification and clearance in case there are issues on the process. 
9. NRCS staff should ensure that those with special needs such as pregnant women, lactating mothers, sick, disabled, aged etc. are prioritized as part of the  Red Cross Movement strategy of rendering services to those in needs.
9. No other NRCS staff is allowed to handle the funded cards/money of beneficiaries by any mean after distribution, but must ensure that beneficiaries confirm their transferred funds/money is in accordance to plan. 
The distribution will be structured per community group to finalize reconciliation reports after each community to facilitate the process.
· Cash transfer/Distributions will take place within the planned period.
· The estimated duration per cash transfer/distribution will depend on the differentcash/Cash/pre-paid cards shared, availability of network and access to transfer evidence messages, depending on the beneficiaries volume per each LGA.
· No breaks are foreseen during that time.


3.7 RECONCILIATION PROCESS
At the end of the period (or partially in between each community and daily), the FSP agent and the NRCS staff will fine tune the reconciliation process and compare the beneficiary list payment history in line with the distribution list of the FSP representative. In case there are any inconsistencies found during the revision process it will be addressed by all parties (FSP agent and NRCS) and this will be the lead by FSP, NRCS.
In the reconciliation report (see template below and Annex 5) following information will be mentioned:








0. Date of Cash/pre-paid card cash transfer/distribution 
0. LGA/Ward 
0. Beneficiary communities’ names
0. FSP/Agent representative
0. NRCS representative
0. Number of beneficiaries (planned)
0. Amount of NGN to be disbursed (planned)
0. Number of beneficiaries assisted
0. Amount of NGN disbursed through cash transfer 
0. Amount of money remaining after distribution/ cash transfer
0. Number of beneficiaries not attending to during distribution/ cash transfer


SIGNED BY:
_______________________        			_______________________     
Benson Agbro					Abubakar Kende
NRCS Director DM             				NRCS Secretary General
Place:								Place:
Date:								Date:			


_______________________

FSP of Nigeria - Head of Wholesale FSP

Place:

Date: 


Annex 1 : Risk Register 
Annex 2 : Distribution NRCS issue ID/Coupon and FSPCash/pre-paid Cards.
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