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SAMPLE STANDARD OPERATING PROCEDURES (SOPs)
Included here are SOPs from two Mercy Corps e-transfer programs. The first are from TabangKO, Mercy Corps Philippines’ mobile money cash transfer program that reached 25,000 participants affected by Typhoon Haiyan. The second set of SOPs (starting on page 8) are from a e-voucher pilot program in Nepal.

TabangKO Mobile Cash Transfer Program Standard Operating Procedures
General Purpose: 

Outlines the processes required to deliver mobile cash transfers through our service provider, BanKO to 25,000 Typhoon affected households. Key steps described in this SOP:
1. Geographic targeting

2. Participant selection

3. Participant registration event (“caravan”)

4. Cash transfers

5. Monitoring,  reporting and reconciliation

6. Accounting Treatment

1. Geographic Targeting 

     Purpose

· Find most affected municipalities and sub administrative districts (barangays) to include in the TabangKO program 

· Obtain support from the LGU (Local Government Unit) at the Municipal level (with Mayor)

· Avoid duplication with other NGO cash programs

Process

· Visit Governor and/or Municipal Mayor’s Office. Introduce program and ask for support

· Obtain Mayor (or other representative) signature on letter of endorsement
·  Find out if other organizations are giving aid, in what form and where at a barangay level (the smallest administrative area)

· Request other information that may help us in selecting participants, including:

· List of affected barangays, with any detail about damage, # of HHs affected, etc.

· List of Typhoon affected households (per barangay)

· Request a representative from the LGU to accompany and guide the team to visit the barangay captain

· Select target barangays based on data collected and consultation with clusters to avoid duplication with other NGOs

· Continuously report activities using the 4Ws format through the Cash Working Group 

· Complete Market Survey with 2-3 businesses in each targeted barangay. Businesses should be common locations where target participants purchase food, shelter and medicine and/or other household supplies.

Documentation

Add the following documents to the physical and electronic program files: 

· Typhoon damage reports from the municipality and/or province, lists of affected households; report from visit with municipality; 4W reports; completed Market assessments

2. Participant Selection

Purpose

· Identify participants that meet program selection criteria: households living in extreme poverty that have experienced serious damage as a result of Typhoon Yolanda (whose homes have become inhabitable or livelihoods have been interrupted as a result of the storm). 

· Selection may also take into consideration previous distributions of relief. For example, TabangKO may exclude households on the 4P government poverty list, if those people have received significant amounts of support from other relief efforts (ie., mass WFP distributions). We seek to avoid duplication of cash transfers where other NGOs are providing cash transfers. 

· Ensure that selection criteria and program are transparent and well understood by the community.

· Select participants 
Process

Step 1: Initial Barangay Visit & Assessment

· Introduce program and ask for support from Barangay Captain and have Barangay Captain sign Letter of Endorsement

· Request list of affected households (if not already obtained from municipality)

· Request introduction to Community Health Workers, Women’s groups, or other impartial and neutral community workers. Prioritize inclusion of females, youth and underrepresented groups. These individuals can serve as the community mobilizers. 

· Orient the mobilizers on their responsibilities and tasks. If mobilizers are volunteers (as opposed to salaried municipal employees), have the mobilizers sign the Community Mobilizer Scope of Work.

· Hang program banner that lists program information and participant selection criteria, displays an example of a completed Account Opening Form (AOF), and lists complaint line and BanKO customer service hotline #s. 

Step 2: Review and clean-up initial participant list

· Using lists of affected households provided by community members and/or government officials, filter according to Mercy Corps selection criteria. 

Step 3: Physical Participant Verification

· Using the filtered participant list, MC staff verifies 15-20% of the “severely damaged” HHs by performing home visits to randomly selected HHs. The Program Manager or Field Manager should select (highlight) 20-25% of HHs to be verified prior to the field visit. 

· Field Officers perform physical verification of the required % of pre-selected households using the following methodology:

1. Review the names of randomly selected HHs, select half of randomly selected HHs that are easily accessible for home visits. 

2. Perform home visits to where the Field Officer (FO) confirms that the participant name matches the name on the list, that the house is (or was) severely damaged in the storm, and that the household is not wealthy relative to other families in the area. (The FO confirms any other selection criteria relevant for that community such as participation in the 4P program, etc.) The Field Officer then marks the household “verified OK” on the list and takes a photo.

3. While doing the physical verification, the FO should also randomly verify an additional 10% of HHs passed during his/her verification walk or drive. S/he should document if passed homes are appropriately included or excluded from the list of selected HHs. In case of excluded HHs, record the HH location, name and contact info and consult with community leadership about adding this HH to the list.  

Additional notes:

· If males are listed as the participant, ask if a female HH member is available for the program and replace her as the participant.

Step 4: List Finalization

· In cases where more than 3 HHs did not meet program criteria, (either inclusion or exclusion errors), FOs should consult their manager. 

· If no substantial errors were discovered during verification, Field Officers should compile a final list of selected participants, using the participant list format (see Annex 4) and prioritizing female household members as recipients.

· Assign participants to registration events and share the participant list with community mobilizers at least 48 hrs prior to caravan registration events so that participants are informed.

Documentation: 

· Signed letter of endorsement from Barangay captain

· Signed SOWs with community mobilizers (if applicable – not required for salaried government employees that are assisting as part of their normal work responsibilities)

· Initial participant list provided by municipality or barangay, + notes explaining how and who was added/removed to that list and why.

· Verification list, clearing showing which households were pre-selected, visited and their compliance with program selection criteria.

· Final participant lists

3. Registration Event Preparation

Purpose:

· Ensure that site for caravans is conducive to training & registration processes
      Process:
· Select site for caravan event - & ensure that Globe mobile signal is present at site, and alert BanKO if not

· Ensure that a sufficient number of chairs are available for participants, acoustics of the location are conducive to training, that participants will be protected from sun, rain and other exposure to the elements

· Prepare water to be available for participants and staff

· Inform Barangay captain and Municipality about registration event location and timing

4. Participant Registration Event 

Purpose: 

· Register selected participants as Mercy Corps cash transfer recipients and BanKO clients, providing them with knowledge and materials to receive mobile cash transfers via BanKO. 

· Improve participant financial knowledge through financial education session provided by MICRA.
  Process:

· Registration “caravan” events take place in targeted communities. Approximately 75 participants will be invited to 1 event. 

· Events are staffed by BanKO registration agents, a minimum of 2 Mercy Corps field staff + hired registration agents, as well as MICRA staff

· Participants are registered using BanKO’s Account Opening Form and sign a waiver that allows Mercy Corps to send messages to them via SMS and + allows BanKO to share acct opening information.

· Participants are assigned a priority number and have their ID verified by Mercy Corps staff upon arrival.

· BanKO, Mercy Corps and MICRA present critical information according to event scripts – conveying basic program information, BanKO product and account information and the financial literacy training.

· Participants are gradually called by priority number to register as new BanKO clients, receive SIM and ATM cards and other critical BanKO account information. 

· Perform baseline household survey with 10% of participants before or after the event

· Following event, BanKO staff will digitize all registration info and share excel database with Mercy Corps

      Documentation: 

· Final participant list with BanKO account numbers 
5. Cash Transfers
Purpose: 

· Provide funds from Mercy Corps to BanKo 

· Initiate transfer of funds to participant accounts

· Ensure proper review and segregation of duties are maintained throughout

Step 1: International Wire Transfer to BanKO settlement account

· TabangKO Program Manager creates projection for cash transfer needs during the coming month & creates a wire transfer request to cover total anticipated amount of cash transfers for one month (including fees). The wire transfer includes the # of participants, transfers and transfer amounts, and submits to the Country Finance Manager for review, and the Country Director for final review/approval.

· Following review and approval, the FM sends the final wire request to the RFO (and AFO) in PHP, copying the Program Manager. The RFO will then coordinate the transfer with HQ Corporate Finance.

Wire transfers should be sent to this account: [Bank details removed from this document]
*This transfer must be received by BanKO at least one day prior to the desired participant cash transfer date. Mercy Corps Philippines should initiate wire transfer request 1 week prior to participant transfer date ensure wire is processed in time.

Step 2: Mobile Cash Transfer request from Mercy Corps to BanKO for distribution to participants
· Mercy Corps Program Manager prepares a cash transfer excel file including participant first and last names, unique account #s (their phone number), transfer date and amount. This list is prepared using participant information collected at the registration event.

· Mercy Corps Program Manager prepares an instruction letter for BanKO, in the name of two authorized representative (CD and FM) summarizing request (including total amount and dates.
· Mercy Corps Program Manager prepares a payment request for the total transfer amount and attaches the cash transfer excel file and instruction letter. All documents are sent for approval and signing to the Country Director. 

· The CD signs the instruction letter and payment request upon review and approval.

· The packet of documents, included signed instruction letter, cash transfer excel file and payment request are then forwarded to the Finance Manager for financial review and FM signature on the instruction letter (dual signature requirement). 

· After review, the Finance Manager sends the cash transfer file & signed letter of instruction via email to the established contact at BanKO.
*This process needs to be complete at least 2 days before anticipated cash transfer disbursement.

6. Monitoring, Reports, Reconciliation and Filing

Purpose:

· Confirm that BanKO sent requested transfers to participants
· ID and respond to any problems preventing intended participants from receiving cash transfer

Process:

· BanKO standard reporting: BanKO sends a standard report (“Institution Send Money”) upon request to Mercy Corps. This report contains information about successful transfers, total disbursed amount, and the account details to which the fund was disbursed, including unique account number and account owner location. This report is reviewed and filed by program management to ensure that the correct number of transfers were made to the requested participants. 

· Mercy Corps staff perform post distribution monitoring with a TBD % of cash transfer recipients, and will observe cash outs at TBD% of BanKO partner outlets (agents) (agents will be selected randomly for observation). 

· Mercy Corps also operates a complaint hotline and shares this number on program materials so that participants and community members can easily communicate with program staff. The number is included on pamphlets given to participants during registration, and on informational program tarps that are posted in selected communities. The complaint line is manned by a designated staff member that documents all contact in a complaint register and follows up with all issues until resolved. “Resolved” is defined as the participant confirms receiving their cash when the call was related to difficulty with the BanKO cashout process. 

· Additional reports are provided from BanKO to the desired Mercy Corps point of contact every two weeks and include:

· Total cash out amounts by target accounts

· Total cash out from target accounts by agent location

· List of inactive accounts (accounts that received disbursements but have not cashed out), including unique identifying account number

· Any funds remaining in the BanKO Funding Account upon termination or end of contract are returned to Mercy Corps

Documentation

The following documents are filed electronically and physically in the program file:

· BanKO institution send money reports, Post Distribution Monitoring surveys, BPO cash-out observation sheets, Complaint register

ACCOUNTING TREATMENT (during Navigator Field Connection ONLY*):

· Step 1: International Wire Transfer to BanKO settlement account

The wire transfer from HQ to the “BanKo Settlement account” will be directly coded to Intercompany (1200) in Portland ledgers, and then moved to a Prepaid account (1500.PHP.01 “Prepaid Expense BanKo settlement”) in the PH ledgers (entry done by AFO). The funds should not be coded against an expense account at this stage]

· Step 2: Mobile Cash Transfer request from Mercy Corps to BanKO for distribution to participants
When transferring the funds from the “BanKo Settlement account” to the “Target accounts”, the field finance team should send all supporting documents to the AFO. Funds from the Prepaid account (1500.PHP.01) will then be expensed against an expense account (8540) (entry done by AFO).
· Monthly Reconciliation

When closing the field at the end of the month, the field finance team, in coordination with the AFO, should reconcile the Prepaid account (1500.PHP.01) and justify any discrepancy. Any balance should be discussed and explained with the MC Program Manager. As the field team will have a limited access while on Navigator Field Connection, the AFO will send a G/L print-out from the 1500.PHP.01 account and the prepaid reconciliation template for the field to include as part of the reconciliation.

*When the Philippines team has access to the full Navigator (and not only Field Connection), steps performed at the HQ by the AFO will be performed directly in the field.

ELEVATE NEPAL E-VOUCHER PILOT PROGRAM OPERATING PROCEDURES

General Purpose: Outlines processes used in the ELEVATE e-voucher pilot program in Nepal. This program used MerchantPRO smartphone e-vouchers.

Key Steps described in this SOP:
1. Community communications

2. Participant registration

3. Vendor selection

4. Voucher distribution and redemption

5. Post distribution monitoring

6. Vendor reconciliation and reimbursement

1. Community Communications 
Community communication process and tools

ELEVATE used the following tools to communicate with participants, vendors and other stakeholders:

A. Training: Both vendors and participants are required to participate in a training provided by Mercy Corps staff. This is where program processes and rules are described and where participants can ask questions. 

B. Complaint Line: Participants and vendors have access to a phone number that connects them to a Mercy Corps staff member. They can call this number to report any concerns or with questions about the program.

C. Fliers for participants: give a simple introduction to the ELEVATE project and a brief overview of how to redeem e-vouchers. It also lists the number for a complaint line where participants can call Mercy Corps staff to complain or ask questions about project activities. Fliers are distributed during community meetings and at training events. 
D. ELEVATE process poster: The poster illustrates the e-voucher redemption process and is displayed on the wall in community, vendor shops, and during the training to participants and vendors. 

E. A small sign (plaque) is provided to vendors and is placed in stores to formally recognizes the vendor as a participating ELEVATE vendor.  This sign will also contain Mercy Corps logo and contact address. 

2. Participant Registration Process 
Participants gather for registration and training at the same time using the following steps:
A. A list with selected participant names is pre-printed. 

B. Participants confirm their names (including check against official ID, whenever possible) and provide age, mobile number, sex, literacy status, citizenship ID # (when available) and community names. In later registrations, mobile phone ownership status (own or borrowed) and “helper” names were collected. 

C. After registration, participants are provided with their e-voucher paper codes and PIN numbers. They are also given 100 Nepali Rupees to cover the cost of text messages (about .86 USD). Mercy Corps staff explained the purpose of the money and they signed a registration sheet acknowledging receipt of the cash.  
3. Vendor Selection Process
A. Program boundaries were drawn on a map for the 2 target areas. The program boundaries will define a polygon that limits where the program can select participants and vendors from. 

B. All vendors located within that geographic boundary are identified and interviewed with preliminary screening questions (willingness to participate, etc.). Vendors that meet the preliminary requirements are interviewed with a more detailed vendor selection survey. All vendors that are interested in participating in the program signed an Expression of interest statement.

Vendor Pre-requisites:

· Willing to participate in program and comply with program conditions (monitoring, voucher redemption via SMS, post-distribution reimbursement etc.)

· Has good mobile network coverage at store location

· Vendor has bank account, or is willing to establish one for program reimbursement

· Has mobile phone, or is willing to get one, and is familiar with SMS messaging

Detailed Selection criteria (applies to both cash and commodity vendors)

· Shop capacity, defined by average weekly, monthly and annual turnover and sales (more is better)

· Stock capacity, defined by amount of current product on shelves or in storage at store (bigger is better), and ability to quickly restock goods

· Time shop has existed (older is better)

· Open hours and days (more is better)

· Source of stock (most reliable local source desired& multiple supplier options desired)

· Time required for restock (less time is better)

Detailed Selection criteria (cash only)

· Variety of products offered (more is better)

· Price offered for products (select 10-15 standard products and compare prices across all stores)

Detailed selection criteria (commodity only)

· Price offered for selected commodities
C. Once surveys are complete and results tabulated, a meeting with MC program staff, procurement and finance is held to review vendor survey results against established scoring criteria and scoring sheets. During that meeting, vendors are scored and ranked for selection.

D. Selected vendors are advised of selection and sign contracts agreeing to all terms and conditions of the program.

4. Voucher Distribution & Redemption Process
A. Mercy Corps Program Manager prepares & submits a voucher purchase request for approval by Program Director or CD, and then sends to finance. This PR includes dates of voucher distribution, total amount to be distributed and date payment is expected to be required. This payment request is intended to alert finance to the payment obligation that the program assumes once vouchers are released to participants.

B. Finance acknowledges receipt of PR and confirms availability of funds for the planned distribution

C. Program Manager prepares & submits distribution request via MerchantPRO online platform.

D. Voucher redemption process

Smartphone voucher process:

· Participant receives voucher # and PIN code during training/registration and memorize or bring both numbers to the vendor for their transaction. 
· Vendor enters the voucher number and checks the voucher validity (by pressing the “check voucher” button).

· The application flashes a “voucher accepted message” and vendor enters the purchase amount and presses charge.

· A new screen opens showing the purchase amount and requesting the participant PIN number. The vendor hands the phone to the participant so that they can enter their secret PIN.

· Participant enters their PIN on the smartphone and receives a confirmation message, then hands phone back to vendor

· Participant takes goods from vendor

With cash vouchers, purchases may be supplemented by cash if the remaining amount is not enough to cover purchase of a desired item. No change in cash will be given to the program participant if they spend less than the value of the voucher.
E. Vendor tracks each sale with a sales tracking sheet 

5. Post Distribution Monitoring Process 
Post Distribution Monitoring (PDM) occurs to monitor voucher redemption process and identify any problems early. Following voucher distribution, Mercy Corps and partner agency staff monitor redemption processes and support participants as needed.  PDM tools include household and vendor surveys and structured observations of transactions.  
6. Vendor Reconciliation & Repayment Process 
Vendors are reimbursed at the end of each seven day period, or earlier if all vouchers are redeemed prior to the seven day redemption period.

Reimbursement Process:

A. At the end of each payment period, the MerchantPRO platform generates a report listing the total number of transactions and amount owed to the vendor for the payment period.

B. When this report is approved by the Program Manager, a SMS is sent to vendors with the total reimbursement amount asking for them to confirm the reimbursement amount if correct, or contact Mercy Corps if not.

C. Vendors will have 24 hours to reply to the message, confirming that the amount is correct, or contacting Mercy Corps to dispute the amount.

D. When reimbursement amounts are confirmed by vendors, MC Program Manager produces a joint payment request/invoice document in the system that will be approved by the Director of Programs or CD, and submitted to finance. This PR/invoice states the amount to be reimbursed, the date that amount was confirmed by the vendor and includes a printout of all transactions redeemed by the vendor that he/she is being reimbursed for.

E. Finance & Compliance will review the Payment Request/invoice and process the bank transfer (or return to programs in the event of errors or questions).
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