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OBJECTIVE OF THE TOOL BOX
This set of tools developed by PCI seeks to harmonize language and approaches for use by teams involved 
in the design and implementation of cash transfer programs and is not intended to be a complete guide for 
design and implementation.

The tool box focuses on the crucial steps within the program cycle of cash and voucher programs in order 
to help country offices develop their own systems and procedures. The tools aim to be short and simple 
enough that they can be accessible to everyone.

APPLICATION
The tools can be used as a check list or guide to guarantee that minimum standards are met. References 
to documents and web pages with additional information are included for additional information and more 
complete external tools are cited for cases where exhaustive instructions are needed. The tools cover the 
key stages and considerations for each step of the highlighted process.

ORIGIN
These tools are the result of experiences, materials, and documents developed by PCI within their cash 
transfer programs implemented in Guatemala, as well as additional materials developed by other actors in 
cash transfer initiatives.

IMPLEMENTATION TOOLKIT: 
CASH AND VOUCHER PROGRAMMING
INTRODUCTION
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I- Design
Steps

D1 Needs Assessment 

D2 Market Analysis and Mapping

D3 Feasibility Study 

D4 Response Analysis 

D5 Beneficiary Selection

D6 Selection of Transfer Mechanisms

D7 Stakeholder Analysis

II- Planning and Preparation
Steps

P1 Risk Identification and Management 

P2 Identification and Selection of Service Providers (financial, technical, etc.)

P3 Staffing Requirements

P4 Selection and Contracting of Vendors (for voucher programs)

P5 Monitoring Cash and Voucher Distributions 

P6 Integration of Technology

P7 Data Protection

LIST OF TOOLS
The tools and the list below are arranged according to the steps in a standard program cycle, including 
only those steps that have specific implications for cash transfer programs. 

Topics highlighted in blue indicate where tools have already been developed. In the future, additional 
guides will be added as specific needs are identified.  

III- Implementation
Steps

I1 Planning Transfers

I2 Vendor Training for Voucher Programs  

I3 Vendor Payment Process
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IV- Monitoring and Learning
Steps

M1 Price Monitoring  

M2 Post-Distribution Monitoring

M3 Live Distribution Monitoring 

M4 Outcome Monitoring

M5 Feedback and Complaints Mechanisms

Gesler Castillo / PCIGesler Castillo / PCI

 This document is part of the Implementation Toolkit: Cash and Vouchers, Version 1.0 – February 
2018. Developed with funding from USAID. The opinions expressed in these tools do not necessarily 
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OBJECTIVE 
The main objective of this guide is to inform and support processes in cash transfer and voucher programs 
for the:

This guide includes a tool to facilitate the consolidation and synthesis of the analysis of identified risks – 
both those that exist as well as those that are anticipated.

LIMITATIONS   
This document and the associated tool focus on those risks related to voucher and 
unconditional cash transfer activities. Risks for activities related to conditional cash transfers 
such as cash for work are not included and should be analyzed separately.

Many risks related to transfers are specific to the context of each intervention zone and the attached 
tool should be contextualized and adapted as needed prior to use.2

1

1 2Identification and evaluation of risks that 
could affect the program or that could 
arise as a consequence of the program

Identification of measures to mitigate 
or manage these risks 

IDENTIFICATION AND MANAGEMENT OF RISKS 
RELATED TO CASH TRANSFERS
TOOL P1

Gesler Castillo / PCI
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RISKS ARE IDENTIFIED AND MANAGED AT DIFFERENT MOMENTS OF 
THE PROJECT CYCLE:

When the use of cash transfers/vouchers is being considered, risk identification begins during the 
needs analysis. In this stage contextual and programmatic risks surface.

The market analysis will lead to the identification of market related risks.

Response and feasibility analyses will include the identification of all types of risks, the evaluation 
of their potential impact, and the identification of mitigation measures.

During the project design phase, both the implementation of mitigation measures and means for 
monitoring risks should be programmed.

During implementation, continuous program, market, and context monitoring feeds the 
analysis of risks and can lead to program adjustments and mitigation measures.

STRONG MARKET, CONTEXT, AND FEASIBILITY ANALYSES WILL 
ENABLE THE IDENTIFICATION AND EVALUATION OF RISKS 
When design studies are done well, the built in processes of the evaluation of risks, their possible impact, 
and potential mitigation measures will fulfill risk analysis needs and facilitate decision-making about the 
mode and mechanisms for transfers.  

2
3

4

5

1

CATEGORIZATION OF RISKS
Risks fall into four categories:

Contextual Risks - are a consequence of external factors.

Market Risks - these may or may not arise as a consequence of the 
program. These risks are generally identified during the market analysis 
and mapping and this identification is completed during the feasibility 
analysis and planning of the intervention.

Programmatic Risks - are risks to which participants, project staff, 
or any other actor are exposed during program operation or as a 
consequence of it.

Institutional Risks - are risks to which the institution is exposed when 
implementing the activity with the chosen transfer mode and mechanisms. 
These include financial risks, risks for the reputation of the institution, 
and, in some cases, they may also include strategic risks. 

1

3

4
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2



Type of Risk

Probability and 
Description of the Risk

Possible Impact on the 
Program

Total 
Score

Response 

Avoid, 
Transfer, 
Mitigate, 
and/or 
Accept

1 Low  
4 High

Description 
and Duration

1 Low  
4 High

Description 
and Duration

CONTEXTUAL RISK (EXTERNAL)

1
Government regulations 
(Change in the tax system, 
import policies...)

2

Stability and political 
activities 
(Financial risks, access to the 
implementation zone...)

3

Insecurity
(Insecurity in the work zone 
that could provoke migration, 
protection challenges, mobility 
of the team, population, 
merchants…)

4 Access (to the project area)

5 Natural (Rains, landslides...)

6 Others
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FOUR RESPONSES TO RISK1 
The key to a good risk analysis is deciding how the organization will prepare for and respond to identified 
risks. Once it is determined that risks exist that are above the program’s tolerance level, the team should 
define their response strategy. In general there are four options (or combinations thereof) for responding to 
risk:

Avoid – Don’t do (or do in a different way) a part of the work that carries high risk. 
(e.g., don’t work in a geographic area with high insecurity levels)

Transfer – Transfer or share the risk with another actor.  
(e.g., obtain insurance or arrange a partnership with a financial institution which will assume the risk of 
transporting cash)

Mitigate/Reduce – Do something to reduce the probability and/or impact of risk. 
(e.g., reduce the probability of robberies by using security guards. Mitigate the impact of theft by only 
keeping on hand the amount of cash necessary for three days of work)

Accept – If the probability and/or the impact is reasonable, the organization may decide not to take any 
action.  
(e.g., the possibility of a delayed rainy season)

The tool, which is presented below, facilitates the evaluation of the probabilities of each risk, the description 
and evaluation of the potential impact, and the identification of the most appropriate responses. This tool can 
be used as the basis for the risk analysis that should be carried out for the majority of proposals, and again 
during project start-up.

2

1

3

4

1 This information was adapted from: 1) Guide to PMD Pro 2011 2) Cash and Learning Partnership
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Type of Risk

Probability and 
Description of the Risk

Possible Impact on the 
Program

Total 
Score

Response 

Avoid, 
Transfer, 
Mitigate, 
and/or 
Accept

1 Low  
4 High

Description 
and Duration

1 Low  
4 High

Description 
and Duration

MARKET RISK

1

Inflation created by 
external factors (Variation 
in exchange rate, increased 
fuel prices...)

2 Inflation caused by the 
program

3 Scarcity of preferred 
products

4 Collusion among 
merchants

5
Merchants cannot 
respond to the demand in 
the established timeframe

6 Others

PROGRAMMATIC RISK

1
Lack of funds for 
implementation (on the 
part of the organization)

2

Limited staff capacity
(To manage processes, 
technical capacity, 
technology management, 
cash transfer specific 
knowledge such as market 
monitoring...)

3

Technological Risks 
(Risks associated with the 
technologies used, reliability, 
fraud, discrimination due to 
complexity of use...)

4

Protection of personal 
data
(Are the measures for 
protection of personal 
data sufficient? Can you 
guarantee that personal data 
will be destroyed at the end 
of the project?)
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Type of Risk

Probability and 
Description of the Risk

Possible Impact on the 
Program

Total 
Score

Response 

Avoid, 
Transfer, 
Mitigate, 
and/or 
Accept

1 Low  
4 High

Description 
and Duration

1 Low  
4 High

Description 
and Duration

MARKET RISK

1

Inflation created by 
external factors (Variation 
in exchange rate, increased 
fuel prices...)

2 Inflation caused by the 
program

3 Scarcity of preferred 
products

4 Collusion among 
merchants

5
Merchants cannot 
respond to the demand in 
the established timeframe

6 Others

PROGRAMMATIC RISK

1
Lack of funds for 
implementation (on the 
part of the organization)

2

Limited staff capacity
(To manage processes, 
technical capacity, 
technology management, 
cash transfer specific 
knowledge such as market 
monitoring...)

3

Technological Risks 
(Risks associated with the 
technologies used, reliability, 
fraud, discrimination due to 
complexity of use...)

4

Protection of personal 
data
(Are the measures for 
protection of personal 
data sufficient? Can you 
guarantee that personal data 
will be destroyed at the end 
of the project?)

Type of Risk

Probability and 
Description of the Risk

Possible Impact on the 
Program

Total 
Score

Response 

Avoid, 
Transfer, 
Mitigate, 
and/or 
Accept

1 Low  
4 High

Description 
and Duration

1 Low  
4 High

Description 
and Duration

5

Risks associated with 
program partners 
(Lack of respect towards 
participants, discrimination, 
corruption, fraud, product 
quality and origin...)

6 Reliability of participant 
identification system

7 Insecurity at the transfer 
location

8

Insecurity for the 
participants after receiving 
transfers (Assaults, 
extortion...)

9

Social risks for participants
(Exclusion from community 
solidarity systems, social 
pressure, and community 
conflicts...)

10

Risks of violence or conflict 
within families (Gender 
violence, conflict over the use of  
the transfer…)

11 Other risks for the 
participants (Transportation...)

12

Exclusion risks 
(Access to technology, use of 
vouchers, distribution location, 
inadequate selection process...)

13

Inclusion risks 
(Inclusion for political reasons, 
nepotism, corruption, or an 
inadequate selection process of 
people who do not qualify...)

14

Reduction of impact
(Due to high cost of transport, 
eliminating or reducing other 
activities, inflation, variation 
in exchange rate, division of 
money due to social pressure...)

15 Insecurity for personnel

16 Corruption (Authorities, 
partners, leaders...)
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Type of Risk

Probability and 
Description of the Risk

Possible Impact on the 
Program

Total 
Score

Response 

Avoid, 
Transfer, 
Mitigate, 
and/or 
Accept

1 Low  
4 High

Description 
and Duration

1 Low  
4 High

Description 
and Duration

17 Conflicts with the 
community

18 Others

INSTITUTIONAL RISK

1 Reliability of service 
providers

2
Financial risks 
(accountability, exchange 
rate...)

3

Risk of fraud (inside 
the organization, phan-
tom beneficiaries, sale of 
vouchers...)

4

Corruption
(in the organization, 
vendor collusion for price 
increases, delivery of 
lower quality products, 
implication of community 
leaders...)

5
Risks of conflict (Ten-
sion with authorities, 
leaders, politicians...

6

Relationships with 
other actors or 
partners (Contractual 
risks, corruption...)

7
Conflicts with the or-
ganization’s strategy 
in the country/zone

8 Others

Developed and adapted from International Red Cross Cash in Emergencies Toolkit



The above table summarizes the risks by type and offers a general overview of the risk level. It also 
facilitates calculation of the total score for each risk, multiplying the risk and impact scores.

Once the feasibility of the proposed modality is validated, the program can plan:

• A monitoring system for the most probable risks

• Implementation of risk mitigation measures 

• A tracking system for the risk mitigation measures

The monitoring of risks and of the effectiveness of the mitigation measures is carried out 
primarily through regular processes and tools used in transfer programs. 

These processes and tools include:

• Live distribution monitoring

• Post-distribution monitoring (individual surveys and focus groups)

• Market monitoring 

• Periodic interviews with community leaders, women’s groups, vendors, etc.

• Systems for registering suggestions and complaints

Additional monitoring tools or systems can be developed as needed to monitor specific risks, often for 
contextual and institutional risks.

Summary of risk scores

Type of risk Improbable Probable Very probable Extremely 
probable Total score

Contextual

Market

Programmatic

Institutional

Total
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Developed and adapted from International Red Cross Cash in Emergencies Toolkit

Probability Score Impact

Extremely probable (>80%) 4 Serious

Very probable (60-80%) 3 Significant

Probable (30-60%) 2 Moderate

Improbable (<30%) 1 Insignificant to low
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Other Considerations:
Fraud risks are varied and exist in each step of program implementation:

• Selection of participants (inclusion of those who do not meet requirements, or exclusion of 
those who do; corruption of staff, community leaders, or authorities due to political pressure, 
nepotism, or bribes...)

• Contracting vendors (inclusion of vendors who do not meet requirements, or exclusion of 
those who do; corruption of staff, community leaders, or authorities due to political pressure, 
nepotism, or bribes...)

• Distribution of cash or vouchers (delivery of lower amounts, sale of vouchers, distribution of 
fewer vouchers, falsification...)

• Voucher redemption (inflated prices, distribution of lower quality or unapproved products, 
exchanging vouchers for cash...)

• Monitoring (manipulation of data, falsification of data…)

• Payment of vendors, documentation, and/or the document reconciliation process (falsification 
of documents; overpayment or underpayment from program and/or finance teams or vendors)

Work should be undertaken to identify these risks so that teams can be prepared to prevent and, 
when needed, identify them.

Risk analysis, as well as monitoring, should include seasonal factors or those linked to specific 
events (religious celebrations, political campaigns, review process for fiscal policies...)

When scoring risks and potential impacts, strict thresholds do not necessarily need to be 
defined to determine when the proposed implementation modality would have to be discarded.  
Institutional regulations and common sense are often sufficient to guide decisions, and the scores 
should be one element in that decision making process.

It is difficult and possibly ineffective to assign one person to manage all the risks 
and mitigation measures given that risks are found at multiple levels.  A good system 
of communication should be established among the different staff who are involved in risk 
management. When carrying out programming, responsibilities should be distributed among the 
team members, and, if necessary, job descriptions should be updated accordingly.

The evolution of risks could require a change in the modality of program implementation after 
implementation has started.  It is important to maintain good communication with the donor 
about risks and these potential changes.

New risks may appear during program implementation (conflicts, consequences of natural events, 
other countries’ monetary policies, risks that were not contemplated at the beginning), thus 
periodic updating of the risk evaluation should be planned. 

1

2

3

4

5

6

 This document is part of the Implementation Toolkit: Cash and Vouchers, Version 1.0 – February 2018. 
Developed with funding from USAID. The opinions expressed in these tools do not necessarily reflect the 

official position of USAID.



SELECTING AND CONTRACTING VENDORS FOR 
VOUCHER PROGRAMS
TOOL P4

1 Identification (the program identifies the 
goods or services that it needs and completes 
the purchase order)

2 Tender and selection of vendors

3 Due diligence

4 Approval by the organization

5 Approval by the donor (when necessary)

6 Contracting process

7 Receipt of goods or services

8 Payment process
Note: it is important 
to verify whether 
these processes are 
in accordance with 
each organization’s 
procurement policies.

This guide will focus on steps 1, 2, and 6 of the acquisition process: steps where 
there may be additional considerations for cash programming in comparison to 
standard procedures. 

OBJECTIVE 
The goal of this tool is to summarize and offer key considerations for the process of selecting and 
contracting vendors to participate in voucher programs. The guide will not address other types of external 
services or actors which transfer programs might contract, such financial service vendors, which will 
be covered in a later tool in this series. Additionally, this tool cannot replace or summarize the general 
procurement process. Each organization will have their own regulations for procurement which should be 
reviewed together with this information when designing and implementing voucher programs. 

The requirements for businesses to be eligible to participate in voucher programs can vary widely 
depending on the organization, donor policies and the laws of each country. It is important from the start 
to define whether these three entities have basic, obligatory requirements.

In general, the procurement process includes several steps. A common example of a procurement process 
might be:

Amy Ostrander / PCI
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DEFINING THE PROFILE FOR PARTICIPATING  VENDORS
Before issuing a call for applications from vendors it is important to prepare a profile of the type of 
vendor to be targeted and selected for participation in the program. 

The vendor not only provides services or goods, but also becomes a key actor in program 
implementation. Their reliability and performance are critical for the program’s success. Therefore, the 
vendor should comply with certain criteria that are not necessarily considered during many standard 
purchasing processes (e.g., location, quality of customer service, fluency in local language, storage 
capacity, supply sources, etc.).

Based on mapping and market analysis carried out during design and/or startup the project should know 
the types of businesses that exist in the intervention area (see Market Analysis tool). Combining this 
information with the requirements of the donor, organization, and government, as well as the program’s 
objectives will create a list of the key aspects to take in 
to consideration for the desired profile.

Depending on the context, this profile list may be long  
or quite short. Some common aspects included are:

• Volume of products commonly managed

• Variety and quality of products or services 

• Financial capacity

• Logistical capacity (warehouse, transportation)

• Geographic location

• Client profile (consumers, retailers) 

• Diversity of the supply chain

• Legal registration 

• Fluency in the local language

Taking into account the location of the population, the objective of the program, the type and volume 
of services or products required, one or several vendor profiles will be prioritized within a 
determined geographic zone to select those who will participate in the program.

Profile Example A: Wholesalers and retailers who manage a minimum of three tons of rice and 
one ton of beans per week that are legally registered with access to a warehouse, permanent 
access to electricity, access to credit, and located in the municipal center.

Profile Example B: Merchants present in the zone _____ at least once a week, who sell corn, 
beans, and fresh fruits or vegetables, are literate, and have a bank account with mobile transfer 
services to receive payments.

Be aware that the imposition of requirements will influence the type of businesses that are able to 
respond to the invitation. In other words, if the requirements are high, you may be giving preference to 
large businesses instead of small vendors.   

1. IDENTIFICATION 
It may be necessary or relevant to program objectives to work with informal vendors, formal vendors, or 
a mixture of both types. Before beginning the procurement and selection process, it is important to define 
whether there are minimum requirements on the part of the donor and/or government, such as the formal 
registration of a business.

Formal Vendors – In general this refers 
to businesses that are registered with the 
government – with an operator’s license 
and/or to make tax payments. 

Informal Vendors – In general this refers 
to businesses without legal registration. 
Many of the merchants in local markets who 
set up shop on wooden platforms or a cloth 
on the ground are informal.

Formal vendors tend to be larger businesses 
with physical locations for their stores that 
justify the time and cost of the registration 
process. This, however, is not always the 
case, and varies depending on the context 
of each country.
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2. TENDER AND SELECTION OF VENDORS 
Given the unique characteristics of voucher programs, potential vendors often do not see or do not tend 
to respond to calls for bids and proposals. For this reason, it might be necessary to have a more proactive 
approach for publicizing invitations for bids or proposals and for the selection process, in order to promote 
participation by a wider variety of potential vendors. 

The requirements for the tender should be determined based on the procurement policies of the 
organization and in compliance with local laws, and may also depend on the value of purchases. The 
purchaser should follow up on these guidelines to determine if a formal tender is necessary and what 
method to use. 

Once the list of requirements has been prepared in accordance with donor policies and local laws, an 
assessment can be carried out to identify, visit, and build awareness among potential vendors for the 
voucher system. During the mapping and market analysis, vendors who comply with the profile are 
usually identified and visited. If, however, it was not possible to visit each of the vendors in the project 
area, identification of vendors should be completed during this phase. 

Depending on the context the program team may choose to carry out a survey to collect key information 
from the merchants to then compare with other candidates in order to determine which vendors comply 
with the requirements and invite them to submit bids.

The survey or request can take several aspects into consideration to address the project’s specific 
requirements. The table below presents some common requirements with explanations.

Requirements Description

Quantities 
Managed and 
Capacity for 
Increasing 
Supply

Does the vendor have the capacity to respond to the additional demand generated by 
the project activity:

• In the required timeframe?
• During the duration of the project?
• Without affecting their normal activity and attention to other clients?
• At competitive prices?

Other aspects for review: 
• The required time for resupplying
• Financial capacity (access to credit, personal liquidity, ability to receive payments)
• Storage capacity

Quality

Can the vendor comply with the specific requirements of the organization in terms of 
products or services, considering aspects such as:

• Hygiene, nutritional characteristics, and other characteristics of the goods
• Service quality, attention to customers, technical competencies
• Product origin (national, legally imported, local)
• Preferences of target population
• Packaging (bags, by the pound, etc.)

Storage

Does the vendor have the capacity to store the products in appropriate conditions 
required for food preservation and hygiene?

• Cleanliness
• Use of pallets/mats
• Free from moisture 
• Protected from the elements
• Free of insects and rodents 
• Not in contact with chemicals
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Requirements Description

Compliance 
with Legal 
Documentation 
Required by the 
Country

Is the vendor complying with the country’s laws for administration of the business?
• Registration with the required state entities (Ministry of Commerce, fiscal 

services, etc.)
• Technical certificates 
• Required diplomas 
• Hygiene control

Project 
and Donor 
Administrative 
Requirements 

Can the vendor deliver the documents required by the organization and donor?
• Invoice with tax exemption
• Has a bank account
• Proof of purchase for products (to prove product origin)
• Quality certification 

Free From 
Suspicion of 
Involvement 
in, or Funding 
of Terrorist 
Activities 

Project team should carry out required verifications to confirm the vendor has no 
involvement in terrorist activities

Acceptance of, 
and Respect for 
Humanitarian 
Principles

Acceptance of non-discrimination based on sex, ethnicity, or social status

Local Reputation Does the vendor have a reputation in the community for being a fair and honest 
business?

Interest in 
Collaborating 
with the Project

The vendor should be interested in collaborating with the program and accept the 
conditions listed by the organization

Acceptance of 
the Conditions 
Listed by the 
Organization  

These conditions might include aspects such as:
• Supervision by the project team
• Vendor staff dedicated exclusively to attending project participants 
• Set aside a specific place for nursing mothers 
• Offer a dedicated waiting area for the participants, which is in the shade and 

protected from weather
• Payments in installments

Other Criteria 
Specific to the 
Project and the 
Zone

Examples:
• Days and hours of service
• Fluency in language of target population
• Ability to manage technologies that will be used in the program (electronic 

cards, cell phones)
• Other specific requirements for the proposed technology (telephone service, 

electricity, etc.)
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PREPARATION OF REQUESTS FOR BIDS AND PROPOSALS
A request for bids may include:   

1 A description of the technical performance requirements  

2 Criteria for evaluation of proposals 

3 Brand requirements (if applicable)

4 Deadline for receiving proposals

5 Detailed budget (if applicable)

6 Indications about preference (if possible, chose the metric system, products that don’t damage the 
environment, small businesses owned by women and ethnic minorities)

The presentation and publication of requests for proposals can be made through standard channels (i.e. 
posting in newspapers) but an additional awareness and clarification campaign can be carried out with the 
vendors who fit the desired profile with regard to the voucher process and payment modes.

The vendors who do not have prior experience with vouchers and/or with the organization might be 
unsure about the voucher process, and see it as risky for their business. When this is the case and there 
are not many vendors available to participate, the organization may need to share information with the 
vendors to build trust in the process and their organization. This can achieved through means of visits to 
the previously identified vendors and/or informational meetings in order to:

• Explain to the vendors the context and main objectives of the program

• Explain the details of the voucher management process (use, system, and payment timeline)

• Explain that in most ways this is a normal sales process which will generate income for them

• Invite the vendors to visit and become familiar with the organization’s offices

• When possible, organize meetings with vendors who have already participated in voucher programs

VENDOR EVALUATION AND SELECTION
Once the vendors who comply with the minimum requirements have been selected and bids have been 
received, a comparative evaluation of each of the vendors can be carried out to determine which are most 
likely to contribute to the success of the project.

In terms of procurement, the following questions are common when reviewing proposals:

• Does the vendor offer the best combination of price-quality-service?

• Does the vendor have the financial stability, size, and service infrastructure 
needed to satisfy project needs? 

• Can the vendor comply with the proposed delivery schedule? 

• Are the vendor’s reputation and products acceptable? 

• If applicable, can the vendor meet donor requirements? 

• Do the terms and conditions and protection measures differ greatly from the 
expectations and protection requirements of our organization?

Note: Be sure 
to consult each 
organization’s 
procurement 
regulations.



6  /  SELECTING AND CONTRACTING VENDORS FOR VOUCHER PROGRAMS

Criteria Description

Prices of the 
Products/Cost 
of Services 
Offered

Priority will be given to the vendor that has the lowest prices for comparable 
services/products 

Quality and 
Variety of the 
Products/
Services

The vendors that offer a greater variety of products or services that meet the quality 
criteria will have priority when using cash value vouchers

Normal Volume 
Managed and 
Capacity for 
Expansion

This criteria should be considered especially when the number of vendors is limited 
and the demand generated by the project is high for the selected market. Evaluate 
the potential quantities proposed by each vendor and confirm whether they have the 
capacity to respond to the demand

Variety of 
Suppliers/ 
Wholesalers

The vendor’s potential for obtaining their merchandise from various sites and several 
types of suppliers will reduce the risk of product scarcity

Transport 
Capacity 

If transportation is identified as a limiting factor for supply (i.e. bottle necks or road 
blocks), priority will be given to vendors who have their own transportation service 
or who have greater access to transportation services.

This will be an important criteria for programs which expect to provide access to 
products/services in multiple locations (fairs)

Geographic 
Location 

The target population’s physical access to the vendor should be considered 
(distance and cost), as well as security and proximity to other relevant services or 
infrastructure such as markets or financial services

Infrastructure 
for Distribution  

Depending on risks and challenges in the area, priority may be given to vendors 
who offer greater security, a location for breastfeeding mothers, protection from the 
sun and weather, sufficient space for a smooth distribution flow, and/or easy store 
access  

Previous 
Experience 
with Similar 
Activities 

It will be easier and less risky to involve vendors who have experience with similar 
activities  

Financial 
Capacity 

Consider not only the vendor’s financial capacity for increasing supply (access to 
credit or savings) but also their capacity to receiving payments days or weeks after 
product or service delivery 

Other Criteria  

Examples:
• The ability to take products out to the settlements or communities (mobile stores)
• Distribution network or additional offices
• Additional benefits for the project (savings accounts, technical advising, proximity 

to health posts, access to places where training sessions can be held)
• Protection of personal data

For the comparative analysis, the following criteria (specific to voucher programs) can be taken into 
account:
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OTHER CONSIDERATIONS:
The donor’s requirements, local laws, and the organization’s procurement regulations might require a 
formal tender.

Although it may seem easier and less costly to hire few vendors, the possibility of hiring several 
vendors should be considered in order to:

a. Reduce the risks associated with fulfillment by vendors, as well as the risk of vendors agreeing 
on a simultaneous price increase or a request to change contract terms (collusion)

b. Allow a greater number of vendors to benefit from the project

c. Have greater geographic distribution of vendors (when possible)

d. Give participants more options for choosing vendors and greater opportunities to continue 
buying from their usual vendor 

e. Increase competition and the potential for positive project impact

The involvement of small vendors can sometimes be difficult. However, whenever possible the 
organization should try to adapt processes to facilitate the inclusion of small vendors in line with 
program objectives. This may include supporting the registration process, adapting payment 
frequencies, or providing smaller denominations of vouchers, etc.

It is possible that some vendors will not be legally registered or are not enrolled in the Chamber of 
Commerce, that they do not know how to process invoices or pay the corresponding taxes, etc. In 
these cases, the organization should analyze the possibility of supporting the registration process and 
the training of vendors.

When evaluating the cost of services offered by the vendors, the costs that the program participants 
will have to assume should also be taken into consideration (especially transportation) as well as how 
these costs will affect program impact.

Protection of personal data should be an important element, especially in conflict zones and/or 
wherever there is strong social pressure.

Whenever possible, the communities should be involved in vendor selection, as this will facilitate 
greater acceptance. This plays an important role even in cases where the voucher process does not 
allow the participants to choose and/or change vendors.

LIST OF VENDORS SELECTED
This identification and selection process will generate a list of vendors who qualify to participate in the 
program, however, it’s likely that not all vendors will be chosen. It is wise to keep this full list in case 
it is necessary to hire more or replace any original vendors. If one or several vendors can no longer 
participate, have supply difficulties, or need to leave the program for any reason, this list will facilitate 
rapid identification of other qualified vendors to replace those that leave.

6. CONTRACTING PROCESS 
Once the vendors are selected and the voucher program steps and processes are clarified, a contract will 
be signed between each vendor and the organization.

Besides the information required in an ordinary service contract, the following information should be 
considered: 

Calendar with dates/potential periods of project activity

In cases where participants are able to use their vouchers in several stores and/or are not required to 
spend down the full amount, a concrete amount for the contract with each store cannot be established. 
The contract should instead mention the list of authorized products that participants may acquire
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 With regard to pricing:

• The first price or price range is agreed upon at the beginning of the contract based on the bid 
sent by the vendor. 

• However, prices will be expected to change with market conditions throughout contract period 
due to seasonal variations or other market factors. 

• In the contract, note whether the price for each distribution will be fixed or within a margin 
agreed upon by the organization and the vendor. To avoid frequent updating of prices as well as 
interruptions in the program, it is possible to: 1) agree on a margin (e.g. 5%) of price variation, 
within which prices can be modified without prior agreement by the organization and without 
modifying the contract, or 2) agree that prices will be agreed upon before each distribution and 
that this process should be clarified in advance. 

◦ If the second option is the case, the frequency and mode of price review and modification 
should be mentioned: At what point? In which period will changes be accepted? What is 
the process for validating price changes? 

Potential restrictions on the use of vouchers in the case of cash value vouchers (e.g., no purchase of 
alcoholic beverages)

Roles and responsibilities of each party. These include:

• Planning and distribution of vouchers

• Planning of periods/dates for access to the products/services

• Identification of participants

• Communication of prices to the participants

• Resolution of technical problems (in the case of electronic vouchers or use of mobile phones)

• Supply and storage of products

• Quality control (of the products and storage conditions)

• Security in the place where vouchers will be used

• Verification of voucher validity (expiration date, falsification) 

• Monitoring process

• Training of vendors and their staff

• Management of the different administrative documents 

Legal documents required by the country for this kind of business or documentation that the 
program requires  

Documents required for payment procedures (see tool I3, “Vendor Payment Process”)

Frequency of payments

Maximum time for payments

Contract termination clause. Will include reasoning such as:

• At end of contract time frame

• Termination agreed upon by both parties

• Due to incompliance by vendor



• Due to poor quality of a product delivered to beneficiaries 

• For unjustified price increase 

• For inadequate behavior by vendor and/or staff (discrimination, political propaganda, attempts 
to cheat participants)

• For falsification or inappropriate use of project documents

• Failure to comply with humanitarian principles

A clause that establishes that this contract does not obligate the organization to work with this 
vendor in each transfer, nor does it require beneficiaries to buy products from this vendor

OTHER CONTRACT CONSIDERATIONS:
• Use the services of a lawyer who can certify the validity of contract terms

• Prior to signing the contract, it is important to identify the needs of the vendors and their teams in 
terms of capacity strengthening

• In some cases it may be relevant to request that specific personnel be dedicated to the voucher 
program to ensure better control of the process and its documentation, allowing the vendor’s 
normal activities to continue undisrupted

• Payment frequency can be negotiated with the vendor who will seek not to have too much capital 
‘out’ while they await reimbursement from the organization, especially at the start of a program. 
It is important to investigate and confirm the normal types of payment agreements in these 
businesses in order to be in line with the market. Small vendors will also need more flexibility.

• A calendar of the activities and commitments of each party is needed for strong coordination, 
ensuring that last minute changes will not occur (prices, quality of the product), and should include 
contract timelines.
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 This document is part of the Implementation Toolkit: Cash and Vouchers, Version 1.0 – February 2018. 
Developed with funding from USAID. The opinions expressed in these tools do not necessarily reflect the 

official position of USAID.
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Disclaimer: This basic contract is intended only to serve as an example. Contracts should 
be reviewed by a legal advisor and will vary in each country. This example should not 
merely be duplicated and is not intended to address all situations, nor does it foresee 
specific needs. 

 
ANNEX P4A: Sample Contract for Vendors in Voucher Programs 

 
PURCHASE/SALE CONTRACT BETWEEN 

_____Organization_____, AND 
____Name of the Business____ 

For Distribution of Foods Using Food Vouchers  
Contract Number: __####______ 

 
In the city of __________, on the _____ day of the month of ____ of (year) __________. 
____Name of the Employee of the Organization ____, who is identified by _____name of 
the type of identification document ___ number: ___________, issued in the city of 
_________, appears as the LEGAL REPRESENTATIVE, of ____Name of the 
Organization____, accredited with a legalized copy of the legally registered certificate of 
appointment, dated _______________, who for this contract acts as "BUYER" and hereafter 
will be referred to as “_____Organization____”, the other party, as “VENDOR”; ____Name 
of the Owner of the Business___, domiciled at _______________, who is identified 
by_____name of the type of identification___ : ____date_______ issued in the Municipality 
of ________, Department of _________; who acts as owner of the sales business 
____Name of the Business____, registered in the General Business Registry of the 
____________, with registration number _____________________, and hereafter will be 
referred to as “THE VENDOR”, we sign this Purchase/Sales Contract with the following 
clauses: 
 
PURPOSE OF THE CONTRACT: Purchase of specific food products for program beneficiary 
families in the municipality(s) of ______________ by means of food vouchers for the 
_____Name of the Program___________. 
 
CONDITIONS OF THE PRODUCTS: the requested products must comply with the following 
established characteristics: 
 

Food Presentation 

 Bag of 100, 200, and/or 450 g 
 Kilogram 
 Units 
 Liter 
 Pound 
 Only 400 gr bags 
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The brand of each of the products should meet quality standards and prior to presenting a 
bid, will be approved by the personnel assigned by _____Organization______. THE  
VENDOR cannot change the brand or presentation from one delivery to the next. 
 
THE  VENDOR agrees to comply, at minimum, with the following requirements: 

a) THE  VENDOR agrees to assume responsibility for transportation, storage and sale 
of the products approved by _____Organization______, and which are specified in 
the above list. 

 
b) THE  VENDOR must ensure that the product is appropriately packaged and sealed 

without deterioration or repackaging. 
 

c) The expiration date of the product to be delivered by THE  VENDOR should allow a 
minimum of ____# of months/days_______ for its consumption. 
 

d) THE  VENDOR must store the product adequately, making use of platforms in the 
warehouse area as well as at the distribution point. The use of nylon, cardboard, 
boards or other materials are not acceptable, only wooden platforms. 
 

e) The warehouse space for foods that THE  VENDOR uses should be hygienic, free of 
humidity, insects, and rodents. The food should not be mixed with chemicals and 
should be protected from dust. 
 

f) THE  VENDOR must not influence the purchase decisions of the beneficiaries towards 
certain products. 
 

g) THE  VENDOR should not deliver any products to the beneficiaries that are not 
named in the list provided by _____Organization______.  
 

h) THE  VENDOR can add another product to the list, only after obtaining approval from 
_____Organization____, which will be responsible for making the changes so that 
the new product can be distributed with prior selection and permission from the staff 
of _____Organization______. 
 

i) _____Organization______ declares that THE VENDOR cannot distribute alcoholic 
beverages, cigarettes, sodas, gum, candy, cookies, sweets, fried foods, snacks, or 
any other product that is not stipulated, using the cash assigned to the vouchers. 
 

j) Based on the bids presented monthly by THE VENDOR, the product to be delivered 
should be ______other requirements such as country of origin ______. The  vendor 
cannot change the brand or presentation at the time of product distribution. 
 

k) THE  VENDOR should have the entire agreed upon amount of product on the date 
established for distribution. If product is lacking, the  vendor may not substitute 
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another product and should comply with the distribution on the planned date. Non-
compliance with this clause is motive for elimination from future distributions. 
 

PRICE: THE  VENDOR must provide the products at competitive prices. 
_____Organization______ will verify the prices of THE VENDOR and will compare them with 
prices established by ______external organization _______. _____Organization______ 
should receive a monthly bid with the prices of the above mentioned products which will be 
verified and compared with the local market price. If necessary, _____Organization______ 
will update prices in the established system. The prices of the products _____cannot be 
changed/can only vary by %____ until the next distribution, if the bid presented is 
determined to be applicable. 
 
THE VENDOR is not authorized to charge the beneficiaries any additional amount for the 
service provided. 
 
DISTRIBUTION OF PRODUCT: THE VENDOR agrees to provide an adequate area for the 
food distribution, which should be suitable for attending the number of assigned 
beneficiaries, should have the necessary hygiene conditions and have _______fill in any 
requested conditions here_______________. 
 
THE  VENDOR must have within their team at least one person who speaks the local 
language, thus facilitating service to the beneficiaries. 
 
_____Organization______ will provide the equipment necessary for use of the voucher 
system called _____________, on a loan basis, and will train the person responsible for 
attending the beneficiaries for voucher exchange. 
 
Both parties agree to verify that the beneficiary’s card has the money assigned. If the card 
does not have the required money assigned to it, THE VENDOR should not attend the 
beneficiary. _____Organization______ will only pay for products acquired with vouchers 
based on the assigned amount. 
 
THE VENDOR notifies that the exchange of vouchers for approved products will be carried 
out in the municipality of __________ of the Department of _____________. 
 
THE VENDOR agrees to ensure that there is an adequate area available, taking into account 
security norms and easy access for beneficiaries.  
 
THE VENDOR will deliver the product using as few plastic bags as possible. 
_____Organization____ will provide the beneficiaries with recyclable bags in which to carry 
their products. 
 
FORM OF PAYMENT:  In order to receive payment for the total of products delivered by 
means of the cards, THE VENDOR should present in the offices of 
_____Organization______, located in_________________, the receipts printed by the 
equipment that was provided according to the Loan Agreement between the two parties, as 
well as the invoice for all the products distributed, specifying quantity, brand and 
presentation. The invoice should be issued in the name of _____Organization______. 
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_____Organization______ will discount the amount corresponding to ______including/not 
including tax ____________ and at the time of payment will provide THE VENDOR with the 
corresponding tax exemption certificate for ____name of taxes____, if this is applicable.  
 
_____Organization______ states that the corresponding payment will be made __#_ 
business days after all the respective documentation has been delivered. 
 
EXECUTION PERIOD The duration of this contract will be until ____date______. 
 
_____Organization______ reserves the right to make visits or regular inspections to monitor 
product storage, distribution to beneficiaries, and compliance with the agreements 
established in the present contract. 
 
CONTRACT TERMINATION: This contract will be terminated by _____Organization______, 
without fault or liability on its part if any of the following circumstances occur: a) end of the 
contract term; b) cancellation agreed upon by both parties; c) incompliance by THE  
VENDOR according to _____Organization______; d) evidence of poor quality in any of the 
products distributed to the beneficiaries, based on verification by _____Organization______, 
which will generate damages in favor of _____Organization____; d) unjustified increases in 
product prices. _____Organization______ will have the right to cancel the contract without 
fault. In this case it will make a settlement of what has been delivered and will pay for these 
products, but will suspend delivery and payment of any pending distributions. In all cases, 
_____Organization______ reserves the right to accept or decline the product if it is different 
from what is stipulated in the list of products. In the case of termination due to poor quality, 
_____Organization______ will not be responsible for the product or inventory that THE  
VENDOR has obtained. 
 
FORTUITOUS CASES OR FORCE MAJEURE Any acts that occur which are considered 
fortuitous cases or due to force majeure, which prevent fulfillment of this contract relieve 
the parties of responsibilities, and written communication documenting this and approving 
it, should be presented.  
 
CONFIDENCIALITY: THE VENDOR must ensure confidentiality of the information to which 
they have access. To the contrary _____Organization______ will take legal measures, 
including possible cancellation of this contract without fault on its part.  
 
CONTROVERSIES The grantors expressly agree than any differences or claims that arise 
from the interpretation or execution of this contract, will be resolved by mediation between 
the two parties, and if it is not possible to reach an agreement, the issue will be submitted 
to a court in the jurisdiction of the city of ___________.  
 
NATURE OF THE CONTRACT: Since this is a Purchase/Sale contract, 
_____Organization______ is totally disassociated from any direct or contract links with the 
employees of THE  VENDOR, thus is not responsible for payment of salaries and/or legal 
benefits or other indemnities requested by the staff of THE  VENDOR. THE  VENDOR 
assumes complete responsibility for the work of his/her employees and/or legal situations 
that might occur.  
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ACCEPTANCE: _____Organization______ and THE VENDOR accept this contract. Having 
read the entire document and being fully aware of its content, validity and legal effects, we 
ratify, accept and sign this original copy on simple bond paper and a true copy on 
____date______. 
 
 
 
 
 
 
______________________    _____Name of the Owner______ 
  Legal Representative      Owner 
 
_____Organization______    _____Name of the Business_____  

 



MONITORING CASH AND VOUCHER DISTRIBUTION
TOOL P5

OBJECTIVE 
This document is intended to provide information and key considerations for monitoring cash and voucher 
distributions and is complemented by additional guides in this series focused on the monitoring of prices, 
risks, and other project activities (see additional guides in this series).

This guide presents the minimum requirements and key steps for monitoring distribution, as well as the 
data collection methodologies and key considerations that will be used in the process. The document, 
however, does not intend to cover basic aspects of monitoring and evaluation, nor is it intended as a 
complete how-to manual, and assumes that the reader has a degree of prior knowledge and familiarity 
with the principles of monitoring.

For more in-depth information on monitoring cash programs see Monitoring 4 CTP: Monitoring Guidance 
for CTP in Emergencies produced by the Cash and Learning Partnership (CALP) in 2017. Available in 
English only: http://www.cashlearning.org/downloads/calp-ctp-monitoring-web.pdf (since the CALP 
guidance is not yet available in Spanish, some parts of the guide are shared here for the benefit of the 
Spanish version of this document).

OBJECTIVE OF MONITORING OF DISTRIBUTIONS
Monitoring of the distribution processes can have several purposes:

To identify the beneficiary satisfaction levels with regard to the service provided

To identify and measure the results of the project, both positive and negative (e.g., income, 
purchases, nutrition, gender and equity aspects, prices in the market. That is, the results as well as 
the expected and unexpected impacts)

To understand and improve the cash transfer process

To collect information for organizational learning

To provide accountability

To identify risks or changes in the context

Amy Ostrander / PCI
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With the potential to collect a large quantity of information from these projects, it is important to 
understand the different types of information, the collection methods, and the information needs of the 
project. This will enable the team to create a monitoring focus that supports more solid programming 
without becoming unnecessarily tedious.

MINIMUM MONITORING REQUIREMENTS
For each program it is important to define what information is needed and the minimum monitoring 
requirements. This may vary between programs, but the following questions provide a good starting place 
for cash transfer programs:1

On what do the participants spend their transfers/buy with their vouchers?

What degree of access to markets do the participants have?

How are market prices being affected? How are they changing?

Where do the participants buy their products?

Are participants receiving the correct amount?

Are the participants able to spend their money without encountering security risks? 

For voucher programs, the following should also be considered:

The level of consumption of food purchased with vouchers (to identify whether there are foods that 
are not consumed)

Quality and availability of the foods that can be acquired with the vouchers
1  A combination of recommendations from The Overseas Development Institute (ODI) Source: Adams & 
Harvey (2006) Issue Paper, and PCI experiences.

TYPES OF MONITORING: PROCESS AND RESULT
Within transfer programs it is useful to look at two types of monitoring:

Process monitoring – Gives follow up to the process of voucher or cash distribution (the activity) 
and verifies that the participants receive the money or vouchers (the product), as well as the 
conditions in which they receive them (wait time, security, treatment received). 

Results monitoring – Seeks to identify and measure the impacts (results) of the project, both 
positive and negative. These are divided into immediate results (on what and how did they spend 
the cash or the voucher), and medium term results (ability to satisfy their needs, improved 
diversity of their diet, etc.). Normally this is based on a baseline study carried out before project 
start-up and those results are compared with the results of the intermediate and final evaluations. 

MONITORING TOOLS
Within a transfer program there are various commonly used tools or methods for monitoring. In the 
matrices below, these tools are separated by process and result. In practice, however, depending on the 
program’s design and duration, it may be useful to combine result and process questions in the same tool.

It is important to note that it is not always necessary to use ALL of these tools within a cash/voucher 
program. For a short program it is possible to focus on post-distribution, on-site, and risk monitoring, and 
one or two options for measuring results. This can be decided during preparation of the monitoring plan. 

1
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Monitoring 
Method/Topic 

Household 
Survey Observation Focus Group 

Discussion Check List
Table for 
Recording 
Risks

Post-Distribution 
Monitoring

On-site 
Monitoring

Monitoring of 
Costs, Speed 
and Efficiency

Cost Efficiency: 
Cost in Relation 
to the Transfer

Risk Monitoring

Note: it is also essential to monitor complaints and feedback from the 
participants. Although these questions can be included in surveys or 
focus group discussions, they are not included in the table because 
it is important to establish a specific system for this (special phone 
number, suggestion boxes, etc.)

Process: Data Collection Tools2

Monitoring 
and/or 
Evaluation
Method/
Topic 

Household 
Survey

Market 
Survey

Observation 
with a Check 
List

Focus Group 
Discussion

Indexes
(Coping 
strategies, 
etc.)

Table for 
Recording 
Risks

Income, 
Expenses, 
Utilization 

Coping 
Strategies, 
Resilience, 
Well-Being

Market 
Monitoring

Risk 
Monitoring

Result: Tools for Data Collection3

2 Taken and adapted from: Cash and Learning Partnership: Monitoring 4 CTP: Monitoring Guidance for CTP in Emergencies. 2017

3 ibid.
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POST-DISTRIBUTION MONITORING (PDM)
• PDM is used to collect information to determine if adjustments are needed for future transfers and 

the kinds of adjustments needed.

• PDM is carried out with a sample of the total program population.

• The information included in PDM will depend on the type and frequency of the transfer, the type of 
emergency (context), and the duration of the program.

• In short programs it is possible that the PDM would include questions about medium range results, 
while in longer programs it is more likely that there will be other surveys or a more focused final 
evaluation to measure the long term impact or results.

• The survey can combine the collection of information required for measuring progress on the 
indicators and process information for decision making. While the information for the indicators 
will already have predetermined data needs and schedules, the timing and information for decision 
making may vary according to program needs.

◦ Thus the PDM surveys may change over the course of the program.

◦ One way to facilitate this is to divide the questions into modules, having some fixed modules and 
others which can be changed according to need.

• If the information collected through the PMD identifies patterns or information that are not easy to 
interpret, focus group discussions can be carried out for more complete information.

ON-SITE (LIVE) MONITORING
• On-site or live monitoring is carried out during the distribution to verify the process and to guarantee 

quality

• Normally this activity combines an observation check list and some short interviews

• The forms should be short and easy to fill out, given that they are applied during the activity

• Limit and focus the questions on information that can best be obtained on the day of the transfer

MARKET MONITORING
• Please see the Market Monitoring tool in this series that focuses on monitoring prices and the market 

and/or CRS’s MARKit: Price Monitoring, Analysis, and Response Kit, 2015.

RISK MONITORING
• Please see the guide P1 in this series: Identification and Management of Risks

• The most important risks should have been identified during the proposal stage through various 
evaluations (market, needs, and feasibility analyses)

• Risk monitoring is the process of: 1) collecting information about the context to follow up on the level 
of risk exposure and 2) maintaining a record of risks

• Data collection on context and risks are normally included within other tools such as the PDM, focus 
groups, etc., but in some cases it may be necessary to develop specific tools for risk identification 
and follow up
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COMPLAINT AND FEEDBACK MECHANISMS
• Although the complaint and feedback systems are not classic monitoring systems, they provide 

important information about the program and their inclusion should be considered within the flow 
and analysis of monitoring information.

MONITORING FREQUENCY 
There is no simple rule about the ideal frequency for carrying out monitoring within transfer programs, 
whether it is post-distribution or on-site monitoring. Each program will need to make this decision during 
the development of the monitoring plan. The following should be considered:

• Donor requirements regarding monitoring frequency 

• Context and degree of risk (the higher the risk, the greater the probability that more frequent 
monitoring will be needed)

• The format and design of the transfers (e.g., will staff be present or not during each distribution?)

• The indicators included in the evaluation and monitoring plan

• The information that is needed, and with what frequency, to support decision making

• Information that will be collected automatically via technology systems (e.g. e-vouchers)

• The frequency and number of transfers

• The accessibility of the beneficiaries and their communities

• Seasonal factors (migration, product availability)

• Duration of the project

KEY CONSIDERATIONS FOR POST-DISTRIBUTION MONITORING 
(PDM):

• If there are very few transfers (one or two), it makes sense to monitor them all directly on-site and 
post-distribution. However, when several transfers are programmed, the above criteria should be 
used to determine the appropriate monitoring frequency.

• For on-site process monitoring, the first distributions should always be monitored. Once it has been 
confirmed that there are no problems or irregularities in the process and that the beneficiaries, 
vendors, and financial institutions have control of the various stages of the process, more 
randomized, targeted on-site monitoring can be applied. 

• The amount of time between the transfers and post-distribution data collection can also vary. 

◦ For data collection on the use and impact of the transfers, a balance is sought: enough time 
should have passed so that beneficiaries will have used the transfer (spent the cash or consumed 
the products from the voucher), but not so much time that they cannot remember precisely how 
they used it. 

◦ A common example is to carry out a PDM regarding monthly transfers a week after the 
distribution.

◦ Important considerations for determining the most adequate time between the transfer and the 
PDM include:

• The information included in the survey (does it cover only process? Does is include risk 
monitoring and results?). 

• The amount of the transfer (or voucher) to estimate how long it may last

• The amount of time between transfers
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OTHER KEY CONSIDERATIONS
Content of the Surveys / Selection of Indicators

The CALP manual Monitoring 4 CTP contains matrices with possible indicators as well as potential 
problems.  

Gender

• The operating assumption should be that data will be disaggregated by sex when possible.

• Consider including both men and women in the monitoring team to facilitate access to different 
groups in the communities.

• Separate focus groups should be considered for men, women, socio-economic entities, ethnic groups, 
and/or age depending on the context and type of information requested. This may help ensure 
access to different types of information so that the transfers do not disfavor any person or group or 
expose them to risks.

• Consider whether it is necessary to include indicators on topics such as: violence against women, 
changes in gender dynamics within the home, and distribution of benefits in the home.

• Use indicators that allow you to measure project benefits for men and women.

Technology

• The use of technology can affect the quality of the information as it allows a quicker entry of 
responses when compared to paper-based surveys. This can result in insufficient time between 
questions so that the interviewer and the person being interviewed are not able to reflect on the 
response and the coherence of responses. 

• The metadata from digital surveys (time of survey, GPS coordinates of location) can be useful for 
verifying their quality and reliability. Regularly review and verify the quality of the data with a sample 
of collected data and accompany the interviewers to guarantee the quality of the information.

Feedback to Vendors

• It is important to consider what would be the best moment and method for data collection from the 
participating vendors (store owners for vouchers, banks for cash transfers). This may not necessarily 
be monthly surveys and will depend on program duration, access, and number of participating 
vendors.

• This crucial feedback information from vendors can help to improve the process and avoid 
challenges.

General

• As always, it is better to have less data that is high quality than a lot of poor quality data. The 
program should determine what information is necessary and identify logistical and human resource 
limitations in order to define the sample as well as the amount of information to be collected in order 
to guarantee good information quality. 

◦ For example, it is better to have reliable, quality data from a quarterly, representative sample 
than unreliable data from a poor, monthly sample. This is especially true for the PDM.

• Using several data collection methods is key for being able to cross reference variables and obtain a 
more complete representation of the situation.

• Other monitoring activities (risks, markets) should be coordinated for best use of resources and to 
provide triangulation.

• In short emergency response programs monitoring can often replace an evaluation, especially if it 
includes visits at the household level to monitor the short term results of cash transfers.



Monitoring can replace evaluations:

• For short programs or those without enough time for an evaluation

• When there is no budget for an evaluation

• When the target population is nomadic or migrant

• When the household surveys for post-distribution monitoring or a final survey collect enough 
information on the expected results 

• When statistically significant samples are used

• If the donor does not require an evaluation

An evaluation should be carried out:

• When a new approach or modality is used and the results need to be documented

• When the population is sedentary

• When household post-distribution monitoring surveys are not carried out

• When the donor requires an evaluation

USE OF THE INFORMATION
As with any program with monitoring, it is very important that the information collected be used in a 
timely manner for decision making, both to ensure the quality of the program and to justify the collection 
of the information. 

Each program will have a distinct plan for using the information, but it is important to include within the 
monitoring plan what information will be shared, who it will be shared with, in what form, and with what 
frequency. The use of technology can facilitate this in some elements of transfer programs (e.g., with 
electronic vouchers a report can be generated on what products are purchased).

Key considerations:

• The team should monitor the immediate changes that the program needs to make (e.g., mixture of 
products available via vouchers, frequency of transfers, etc.)

• One of the questions that management should monitor is: does the approach (cash, vouchers, etc.) 
continue to be the most appropriate option in this context? This should be discussed with donors, but 
it requires specific information to make an informed decision.

• Especially during a crisis, it is important to share information with other partners (government, NGO, 
multinational entities, etc.) and plan how best to do so. 

• Data security is always very important, especially in emergencies, and there should be a policy to 
regulate storage and sharing of sensitive and identifying information in reports (a guide on Data 
Privacy will be added to this series. See also eLAN: Data Starter Kit. http://elan.cashlearning.org/).

7  /  MONITORING OF CASH OR VOUCHER DISTRIBUTIONS
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Other Important References:

• Cash and Learning Partnership: Monitoring 4 CTP: Monitoring Guidance for CTP in Emergencies, 2017 
(English).

• Catholic Relief Services. MARKit: Price Monitoring, Analysis, and Response Kit, 2015.

• Mercy Corps E Transfer Implementation Guide: Section – Annex – E Transfer Tools (English).

• ODI. The Impact of Cash Transfers on Women and Girls: A Summary of the Evidence, March 2017 
(English).

• Concern Worldwide & Oxfam: Walking the Talk: Cash Transfers and Gender Dynamics, 2011 
(English).

• eLAN: Data Starter Kit. http://elan.cashlearning.org/

 This document is part of the Implementation Toolkit: Cash and Vouchers, Version 1.0 – February 2018. 
Developed with funding from USAID. The opinions expressed in these tools do not necessarily reflect the 

official position of USAID.



INTEGRATION OF TECHNOLOGY
TOOL P6

Amy Ostrander / PCI

OBJECTIVE 
This document presents key considerations for the integration of technology in cash and voucher 
programming, including the identification and selection of appropriate transfer mechanisms, human 
resources, and program planning and implementation. 

At the end of this document there is a comparative table of the three principle technologies used for cash 
transfers as well as information on additional resources.

The integration of technology into cash transfer programming is becoming more frequent, both in payment 
systems themselves and in monitoring processes. While other guides for cash and/or voucher transfers 
may integrate information on particular aspects of technology, the goal here is to present a general 
summary particularly to inform staff specialized in technology.

The inclusion of technology in these programs generally aims to provide improvements such as: faster 
implementation speed, reduction of costs, increased transparency, and/or risk reduction. However, it is 
important to recognize that technology also implies costs. These costs may include: additional funds, 
an adaptation of procedures, competencies, and/or structures, additional time for learning and teaching 
systems and equipment, as well as installing and/or managing and maintaining the system(s).
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THREE COMMON TECHNOLOGIES USED IN TRANSFER PROGRAMS:
Mobile telephones: Mobile phones are used to transfer cash to beneficiaries from the organization 
(mobile money), for monitoring and data collection, and potentially to make payments for services.

Electronic vouchers (or e-vouchers)/Debit cards (or pre-paid cards): These are cards that 
can be used to make payments to merchants or withdraw cash from ATMs. The e-vouchers can 
generally be used “off-line”, with data updated when the card or point of service device is once 
again connected to the system. Debit cards require a network connection for use.

Electronic identification: Mobile phones or specialized equipment can be used to read 
fingerprints, iris scans, or take photographs of the participants for security and verification of 
identity. 

MAIN CHALLENGES IN THE USE OF TECHNOLOGY FOR TRANSFER 
PROGRAMS:

• Acceptance and ownership on the part of work teams, the vendors, and participants

• Time necessary for training teams, merchants, and participants when responding to a sudden crisis 

• Ensuring all the required resources are available on time for program implementation 

• Cost of the services associated with the technology

• Potential access challenges for the elderly, people with special needs, and for people with limited 
literacy levels – particularly for mobile phone use

• Reliability of the systems - especially when a phone network is required

• Flexibility of the systems to adapt rapidly to changes in the project (transfer amounts, including 
savings options, integrating with the monitoring systems of the service provider)

• Protection of beneficiary data (see also forthcoming tool in this series on 
Protection of Beneficiary Data and eLan: Data Starter Kit - http://elan.
cashlearning.org/)

• Collection of more information enabled by or required for use of these 
technologies (monitoring data, fingerprints/photos/iris scans) requires 
equipment with a higher memory/storage capacity and potentially 
greater bandwidth. This has implications for the cost of the equipment 
as well as the services and the infrastructure needed.

KEY CONSIDERATIONS FOR THE SUCCESSFUL USE OF TECHNOLOGY 
IN TRANSFER PROGRAMS:
For identification and selection of the mechanism (Pending Guide from PCI Selection of Transfer 
Mechanism)

• Mapping of potential service and/or technology providers should not be limited to the intervention 
zone or country. Several international private enterprises (E.g., MasterCard, RedRose, Segovia, etc.) 
have the capacity to offer competitive services in any part of the world. They can be considered 
alongside local vendors and businesses.

• In preparation for identifying service and/or technology providers, the team should consider the 
following factors: 

◦ The number of people to be assisted 

◦ The amounts to be transferred

See also forthcoming tool in 
this series on the selection 
of transfer mechanisms and 
service providers.
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◦ The number of transfers and the duration of the project 

◦ The presence or absence of phone reception in the zone 

◦ The literacy level of the target population

◦ The prior experience of the team and actors in the intervention zone or country

◦ Information management and issuing of reports 

The above information will facilitate preparation and presentation of the project to potential partners and 
enable the evaluation of their capacity for participating in the implementation of this type of project (see 
also eLan Mobile Money Assessment and Contracting Guide - http://www.cashlearning.org/downloads/
mobile-money-assessment-and-contracting-guide-final.pdf).

• The comparative analysis of the transfer mechanisms includes criteria such as:

◦ Cost

◦ Capacity (can enough people be attended? Is the cash flow sufficient for timely attention of all 
the expected population?)

◦ Equal access (easy to use for everyone) 

◦ Risks for staff, vendors, and participants

◦ Reliability of the system and internal control processes

◦ Prior experience 

◦ Additional services offered by the service provider (data analysis, access to information, real 
time monitoring, etc.)

◦ Transparency of the process 

◦ Flexibility of the service

◦ Timing of implementation (can it be put into action when needed?)

◦ Options for use by other current or future projects 

• Sensitize and train program beneficiaries, as well as vendors, to promote the acceptance and proper 
use of the proposed technology 

• Ensure that the system allows good protection of personal data 

• Ensure that the service providers comply with donor requirements 

HUMAN RESOURCES
• Consider time requirements in the implementation calendar and plan for staff training on the 

technology and systems (sufficient time to identify and address challenges, ideally including a 
practice session at the field level)

• Plan sufficient training so that the staff feels comfortable and capable of solving problems with 
devices

• Recruit staff with the competencies required to fully take advantage of the system (in terms of 
adaptation, monitoring, reporting, etc.)

• When possible, designate one person to be responsible for management of the system and to 
coordinate with the financial service providers – this person will have to be available during transfers 
to resolve technical problems

• The implementation team should have interest in and flexibility for learning new systems 
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PROGRAMMING
• Plan trainings (and, as appropriate, production of user guides) for transfer beneficiaries as well as 

the vendors who will participate in the program

• Review and select the data that will be generated by the system. Most systems are capable 
of generating substantial amounts of data, but this information is only useful if it is reviewed 
intentionally and used to inform project decision making (for example: analysis of optional products 
sold, which would be shared with the vendors for inventory management)

• Monitoring teams should coordinate in order to standardize the systems, data collection, and analysis 
formats

• Technology offers a lot of flexibility (time, partial use, and savings) and the teams and internal 
procedures need to be sufficiently flexible to be able in order to take advantage of this potential 
(e.g., savings should not be prohibited only because this complicates the financial/accounting 
processes)

IMPLEMENTATION
Ensure that monitoring is sufficiently effective and timely to enable feedback on the services 
offered by the vendor or service provider

Ensure effective coordination with the service providers 

Provide direct and immediate assistance to participants and merchants if the system fails

Ensure continuous communication among the program teams in charge of system management 
and monitoring for the identification of problems, vendor and participant support needs, and 
the solution of technical problems. If staff is divided by geographical areas (municipality), this 
information can be disaggregated so that problem solving is more agile in the place where the 
processes are being carried out 

ADVANTAGES AND DISADVANTAGES OF THREE COMMON 
TECHNOLOGIES FOR TRANSFER PROGRAMS

Technology Advantages Disadvantages Possible Use

Mobile 
phones 
for cash 
transfers 

• Security and 
discretion for 
transfers

• Flexibility in terms 
of time and often 
in amount “cashed 
out” 

• Potential for saving 
portions of the 
transfer in an 
electronic savings 
account

• Potential for 
monitoring cash 
outs remotely

• Potential to attend 
to a high number 
of participants 
simultaneously

• Participants must have a mobile phone 
(or include the cost of phone or SIM card 
distribution in the project)

• Potential for gender inequity in phone 
access

• May require time investment for 
implementation start up

• Risk of theft of the phones

• Challenges presented by technical 
problems with the phones

• The mobile phone operator’s network 
of agents must have sufficient liquidity 
(availability of cash)

• Reliability challenges with the mobile phone 
network

• Difficult access for participants with low 
literacy levels and the elderly who may not 
be familiar with phone use

• Repeated payments 

• Areas where there 
is limited bank 
presence or where 
bank services 
are prohibitively 
expensive

• Areas with good 
network service 
coverage

• Areas with existing, 
reliable mobile 
money services
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Technology Advantages Disadvantages Possible Use

E-vouchers

• Security (identification pins, 
no cash, etc.)

• Flexibility in terms of time and 
often in amount redeemed 

• Potential for off-line use

• Potential for saving portions 
of the transfer in an electronic 
savings account

• Potential for monitoring cash 
outs remotely

• Potential to attend a high 
number of participants 
simultaneously

• Ability to apply use 
restrictions (e.g. to focus on 
nutritious foods)

• Can be linked with a system 
to monitor and identify 
irregularities in use

• Easy access and use for most 
participants

• Easy to replace in the case of 
loss or theft

• Often requires a 
time investment for 
implementation start up

• Cost of the service

• Risk of theft or loss

• May require additional 
time to receive cards and 
devices from the service 
provider

• Requires access to the 
internet to access and 
upload information into 
the database (or that a 
staff member visits each 
site to download and 
update data)

• The implementation team 
often relies on the service 
provider’s flexibility 
and availability to make 
changes within the system 
(e.g. prices, restriction 
of access to products, 
cancelling lost cards)

• Repeated payments

• When a restriction 
on spending is 
important (e.g. focus 
on nutritional needs) 

• Areas where there 
is limited bank 
presence or where 
bank services 
are prohibitively 
expensive

• Areas where vendors 
are willing to work 
with e-vouchers

Electronic 
identification

• Improved security through the 
use of biodata (identification 
of participants by means of 
digital fingerprints, or iris 
scans) which is more secure 
and minimizes fraud risk

• An additional cost that 
should be justified based 
on the degree of risk

• The large amounts of data 
to be captured and stored 
require more memory 
capacity in the equipment 
used

• Requires a plan for data 
protection given a greater 
amount of sensitive 
information 

• Requires a plan for 
completing the transfer 
when the beneficiary 
cannot attend (e.g., 
capturing the finger print 
of an alternate)

• It can be difficult to get 
a good reading of digital 
fingerprints with those 
who work with their hands 
such as farmers and day 
laborers

• Fingerprints or 
scans can help to 
avoid fraud, and 
may be especially 
useful when the 
program staff cannot 
be present in each 
distribution

• Photographs can 
help staff members 
with identification 
or verification 
of identification 
processes

Adapted from OGB Finance guidelines for CTPs, 2011
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ADDITIONAL RESOURCES AND REFERENCES
Cash and Learning Partnership: E-transfers in 
emergencies: implementation support guidelines, 
2013

•  http://www.cashlearning.org/resources/
library/390-e-transfers-in-emergencies-
implementation-support-guidelines

CaLP: Digital Payments

• http://www.cashlearning.org/digital-
payments/digital-payments

CaLP: Ebla Cash Study, 2017

• http://www.cashlearning.org/downloads/
calp-ebola-case-study-web.pdf

• http://www.cashlearning.org/capacity-

eLan: Data Starter Kit (includes issues around data protection)

•  http://elan.cashlearning.org/)

Mercy Corps: E-Transfer Implementation Guide for Cash Transfer Programming, 2014

• https://www.mercycorps.org/research-resources/e-transfer-implementation-guide-cash-transfer-
programming

NetHope: Mobile Money Bulk Payment Products, 2015

• https://solutionscenter.nethope.org/assets/collaterals/NetHope-MMBPPreport-2015.pdf

NetHope & USAID: Making the Journey from Cash to Electronic Payments, 2016

Toolkit_2016.pdf

Minimum Contract Requirements with an E-Transfer Service Provider

eLan Mobile Money Assessment and Contracting Guide

UNHCR: Cash Delivery Mechanism Assessment Tool, 2017

• http://www.unhcr.org/protection/livelihoods/5899ebec4/cash-delivery-mechanism-assessment-tool.
html

Gesler Castillo / PCI

 This document is part of the Implementation Toolkit: Cash and Vouchers, Version 1.0 – February 2018. 



PLANNING CASH AND VOUCHER DISTRIBUTIONS 
TOOL I1

Amy Ostrander / PCI

OBJECTIVE 
This document is intended to support teams during the planning process with key information and 
considerations for organizing cash transfer or voucher distributions. It does not cover all aspects of 
planning a program using these modalities, but focuses on the process of preparing and carrying out the 
transfers themselves. 

Four Sections of the Guide:

Steps for planning and key considerations

Key considerations for assignment of human resources for the distribution process

Key considerations for preparation of the schedule of activities

Other considerations for transfer planning 

Actions to Complete Before Planning for Transfers:

1 The households/participants are identified

2 The modality, mechanism, and participating service providers or vendors are determined 
3 Contracts are signed with providers of goods or financial services
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Planning Stage Key Considerations

1. Select the 
Format for 
Distributions

• Before planning the distributions, some essential decisions must be made with 
regard to the format: 

a. Will the distributions take place on specific days, over a period of several days, 
or are participants able to visit vendors/receive cash at any time? 

b. Can the beneficiaries choose the vendor that they want to use?

c. What level of presence should program staff have during the distributions?

• For these considerations there is a range of options, from a more strictly controlled 
approach to a more open design. For example:

a. Predetermined days for each community with assigned vendors, when everyone 
comes at the same time (controlled – similar to in-kind distributions)

b. The beneficiaries can visit any participating vendor on any day of the month 
(more open – closer to purchasing in the market)

c. Between these two options, there is a large range of variation from which 
projects can customize their approach

• There is not one ‘right’ option, but each program has to consider the modality 
(voucher or cash), the context, the degree of risk, the implications for the program, 
the capacity of the vendors/service providers, considerations related to the use of 
technology, and their organizational experiences in order to make thoughtful and 
informed decisions about the distribution format (for a summary, see Advantages 
and Disadvantages of Strict and Open Formats at the end of the document).

• The presence of program staff at the distribution sites will depend on several factors, 
such as:

a. Risk level

b. The experience and degree of trust in the vendor/service provider

c. Whether distributions are on set days or are more open

d. Complexity of technology being used

e. Context (degree of literacy, cultural elements)

• Staff presence may consist of short visits without a continuous presence at the 
distribution sites

• The availability of staff should not determine whether staff should be present – the 
decision should be driven by need, risk, and security considerations with staffing 
adjusted to meet those needs 

• Format and staffing decisions will affect the acquisition and planning for technology. 
For example, when deciding the number of mobile phones and voucher receipt 
printers, the project must consider: will this equipment be left with the vendors 
(more open format where beneficiaries come at any time) or will the staff will take 
them to each distribution (more controlled format)? 

STEPS AND KEY CONSIDERATIONS FOR TRANSFER PLANNING
Activities to be carried out during the planning process:

1 Select the format for distribution

2 Train the program teams

3 Train the providers of products or financial services

4 Train the participants

5 Identify the transfer sites

6 Prepare guidelines for the transfers

7 Prepare schedules for distributions
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Planning Stage Key Considerations

2. Train the 
Program 
Teams 

• In addition to training on general program information, program staff members 
should receive a training on the broader strategies and methodologies of cash 
transfer and voucher programming. This should include the associated challenges 
and risks and the measures taken to mitigate those risks (for more information, 
see Human Resource Assignments for Transfers below).

• Each team member should be well trained on the transfer process for this 
particular project, and should receive specific training based on their role and 
responsibility within the process.

• Allocate sufficient time to train staff on the technology to be used in the program 
and how to troubleshoot potential challenges.

3. Train Vendors 
or Financial 
Services 
Providers (See 
also Guide I2: 
Vendor Training 
for Voucher 
Programs)

• Often, the vendor/service provider’s owner or manager is trained on the transfer 
process and required technology, and is then responsible for the training of their 
employees. However, whenever possible, it is recommended that the participating 
vendor’s staff be included in the training.

• Include a review of humanitarian principles, the code of conduct established in 
the contract, and general information about the program.

• Review the process for the transfer, the obligations of both the vendor and the 
organization, the required documentation, and the payment/reimbursement 
process for the vendors themselves (see Guide I3: Vendor Payment Process).

• When appropriate, leave written procedures and guidelines with the vendors to 
serve as a reference throughout the process.

4. Train 
Participants

• Participant training is carried out at two levels: 1) at the household/community 
level before the distribution, and then 2) again at the distribution site (providing 
that the format and design will result in several participants being present at the 
same time).

• Participants should be informed about the transfer process, including their 
rights and obligations, the schedule (when they can redeem vouchers/receive 
cash), the location of the sales/transfer points, and any identification documents 
required.

• Participants should also be informed about risks and possible means to mitigate 
these risks, in addition to the system for registering complaints or suggestions.

• Participants will need to be trained on the use of vouchers, cards, and any 
associated technology (mobile phones, ATMs, etc.), as well as the redemption/
transfer process, the value of their transfer, products that they can obtain, and 
any expiration dates for the vouchers. 

◦ It will be important to ascertain the participants’ level of familiarity with the 
technology in use and their literacy level in order to plan trainings effectively. 

5. Identify 
Transfer Sites

• The sites identified for the redemption of vouchers or cash transfers are selected 
by each project based on project-specific factors and context. Among these 
criteria, the site should be accessible with little cost to the participants, and 
should offer security, confidentiality, and sufficient space for the transfer process. 
These requirements will vary depending on the format being used (between 
larger, controlled transfer events and an open design with ongoing transfers). 

• For large transfer events, teams may consider: receptacles for trash, shade/
protection from the weather, and the possibility of and/or need for providing 
access to restrooms and water for hand washing.

• Particularly for cash disbursements, the evaluation of security at the site is 
crucial, and a detailed document should be prepared listing the risk mitigation 
measures needed.

5 Identify the transfer sites

6 Prepare guidelines for the transfers

7 Prepare schedules for distributions



ASSIGNMENT OF HUMAN RESOURCES FOR THE TRANSFERS
There are generally three stages of the distribution process where staff may play a key role:
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Planning Stage Key Considerations

• If the organization directly manages the distributions, the transfer sites should 
be identified in coordination with the authorities and participants, following the 
criteria mentioned above.

• If a service provider is subcontracted to carry out the distribution, the transfer 
site should be agreed upon with the vendor when signing the contract. In 
general, the vendor proposes the site and the organization validates it before 
signing the contract.

6. Prepare 
Guidelines for 
Transfers

• Create standard procedures and guidelines to orient the team and vendors.

• The guidelines for vendors are based on the contract, wherein responsibilities 
and the documentation required are outlined. The transfer process should be 
explained with illustrations when possible to facilitate comprehension.

• The team guidelines explain the details of the process and related documents, 
and outline the roles and responsibilities of each of the team members, the 
vendors, and the community leaders and/or local authorities.

• The explanation of the cash distribution process includes:

1. Site management: This includes planning for security, organization of 
waiting areas, identification of the participants, the transfer, and monitoring.  
The person responsible for the site management process should be 
designated in advance.

2. Identification: Be specific about the process for confirming the identities of 
the participants – either by official documents, identification cards distributed 
by the program, individuals who certify the participant’s identity (authorities, 
other members of the community with official documentation), or photos, 
finger prints, or other electronic identification methods.

3. Distribution: Describe the transfer/voucher redemption process in terms of 
the steps to be followed, the responsibilities of each of the actors involved 
(organization/vendor/community representatives), the responsibility of each 
staff member during the process, as well as the documents that will be used 
(e.g., participant list, price lists, tools or guides for communication with the 
participants).  

4. Monitoring: Specify the type of monitoring that will be carried out during 
and after the distribution and who is responsible (see Guide P5: Distribution 
Monitoring). 

7. Prepare the 
Distribution 
Schedule 

• The distribution schedule should be prepared at the beginning of the project and 
reviewed periodically.

• The schedule should be agreed upon with the participant communities and 
participating vendors/service providers, and communicated clearly and often.

• Preparation for the schedule should consider both internal and external factors 
(see below for further detail).

1. Management of the 
waiting area and the 
flow of people to the 

transfer point

2. Identification of 
the participants and 

delivery of cash/
redemption of vouchers

3. Monitoring and 
Verification
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Transfer 
Process Stages Key Considerations

1. Management 
of waiting area 
and flow of 
participants to 
transfer point

• When large group transfers are planned, staff presence can help ensure an 
organized and efficient process

• The staff should ensure that the people in the waiting area are at an 
appropriate distance from the transfer point to reduce risks and to avoid 
hindering the identification and delivery processes.

◦ This responsibility can often be delegated to members of the community, 
local authorities, or volunteer staff.

• A preliminary verification of the required documents can be carried out at this 
point.

2. Identification 
of participants 
and delivery 
of cash/
redemption of 
vouchers

• The amount of staff needed for this stage is determined based on the number 
of participants, time available, and speed of the process. In many cases, one 
person can manage ID verification and delivery of cash/vouchers. This may be 
the vendor or a community leader.

◦ Be sure to test the appropriate level of staff or volunteer support to 
facilitate this process during the initial transfer and adjust accordingly.

◦ This responsibility can be delegated to the community, local authorities, or 
vendors, however, this requires supervision and spot checks for fraud, and 
may not always represent a significant savings in resources.

• Depending on the complexity of the identification system as well as the 
agreement with the vendor, staff may be assigned specifically to manage 
the identification of participants instead of community leaders or vendors 
themselves.

• The organization of this phase of the process has a significant impact on the 
efficiency of the overall transfer process.

3. Monitoring and 
verification
(See Guide P5:
Distribution
Monitoring)

• Planning for monitoring (and the necessary resources to carry it out) should be 
completed simultaneously with the transfer planning process.

• When live monitoring or spot check verifications are used, include both general 
monitoring of the process (wait time, identification, customer service, etc.) as 
well as verification of the delivery of the cash or vouchers. 

• This monitoring may also be conducted by a person from the community or a 
local authority – though this cannot replace official live and post-distribution 
monitoring and should be done with instruction from and, at times, under the 
supervision of program staff.

• On-site monitoring of the transfers is crucial during the first distributions to 
ensure that both vendors and participants have understood the process for 
exchanging the vouchers/withdrawing cash.

Staff will always play a role in monitoring (though it may not occur at every distribution if the format 
is more open and flexible on when participants can access vendors/service providers). Stages 1 
(management of the waiting area) and 2 (participant identification) are only supported or led by staff 
when fixed times or places are named for transfers, resulting in large groups of participants at one time.

When the format permits it, space can be reserved at transfer sites for the reinforcement of key 
messages.



OTHER CONSIDERATIONS:
Support for the transfer process should be sought from the communities and local authorities, which 
could reduce the number of human resources required from the organization.

Although some roles and responsibilities can be shared with local authorities/members of the 
community, the final responsibility always lies with program staff who must then ensure that each of 
the actors assumes their responsibilities.

When the cash distribution is carried out via a financial services provider, the staff present during 
transfer events can focus on managing the overall process and live monitoring.

PREPARATION OF THE DISTRIBUTION SCHEDULE  
In addition to the steps mentioned previously, the distribution schedule should consider a series of 
factors to guarantee that the schedule is followed and that distributions are carried out in the established 
timeframe.

Factors That Can Affect Transfer Planning
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Examples of External Factors

Holidays, festivals, public vacations (New Years, Easter week, etc.)

Weather (e.g., during rainy seasons accessing some locations may be a challenge – plan sufficient time for staff to 
arrive.)

Timeframes required by vendors to prepare the transfers

Market Days (This is a busy time for the vendors, but on these days there will be greater diversity of products 
available and access to fresh produce options is more likely) 

Other vendor activities (At the end of the month when salaries are disbursed stores may be particularly busy and 
request that transfers are not planned.)

Participant availability and travel time (e.g., may need to schedule transfer to finish by mid-day so that the 
participants have time to return home safely. Consider work and market schedules in the case where participants 
sell in the markets)

Political and security context (e.g., elections and other political activities)

Transportation access limitations for the participants (e.g., vehicles are not available on market days, or during the 
coffee harvest)

Examples of Internal Factors

Availability of the teams - Plan other program activities so that they coincide or do not compete, as best suits the 
needs of the transfer

Limitations related to human resources and logistics (e.g., How many transfer events can be carried out on the 
same day?)

Steps and time needed for the preparation of each transfer - Timeframes for the internal procedures for 
preparation of vouchers, acquisition of electronic cards, fund transfers, and/or the preparation of cash.

The potential for periodic variations in the number of participants, number of vouchers, preparation of lists, 
verification of conditions for transfers, or the targeting of specific program participants (e.g., support during 
pregnancy and children under six months.)

Level of supervision and involvement of the teams in the transfer process (e.g., a spot check visit or mobilizing a 
full support team?)

Expected frequency of distribution, number of distribution points, quantity of people who can attend per day in 
each distribution point, etc.



Advantages and Disadvantages of Strict and Open Formats

Advantages Disadvantages

Specific days and 
hours for transfers 
with participation 
of program staff 

• Greater control over the process

• Reduction of fraud risks

• Support for participants in the use of 
technology

• Potential for carrying out 
complementary activities at the 
distribution site (e.g. detection of 
malnutrition cases, sharing key 
messages on hygiene and health)

• Facilitates the monitoring process

• Potential for purchasing fewer devices 
if they are brought by staff to each 
event and not left with vendors 

• Less flexibility for the participants in 
terms of controlling their time and 
other activities

• Requires greater mobilization of 
resources for the distributions

• Distributions have to be carried 
out during work hours, which 
limits flexibility in days and hours 
for distribution and may require 
participants to forgo income earning 
opportunities to receive the transfer

• More closely resembles an in-kind 
distribution

Specific period over 
several days or 
without restriction

• Greater flexibility, as participants can 
select the day of their distribution 
based on their own activities. This 
may allow them plan around income 
generating activities and ensure the 
transfer process does not affect their 
source of income

• Requires less mobilization of resources 
for the organization

• More closely mirrors a normal market 
interaction

• Less control over the process 
(flow of people, availability of the 
products) and potentially greater 
risk of fraud

• Requires greater inventory 
management capacity on the part of 
the vendors

• Post-distribution monitoring has to 
be more detailed and include more 
process-related questions

• More devices are needed with a 
technology-centered approach 
(mobile phone, payment terminal, 
etc.)

OTHER CONSIDERATIONS FOR PLANNING TRANSFERS:
The technology used in transfer and monitoring will play a key role in planning as it influences 
timeframes and the steps in the transfer process. 

The frequency of payments and distributions may vary during the project, and may need to be 
adapted to potential weather or political events. 

The system for registering complaints or suggestions must be planned in advance so that it is 
operational from participant selection through the end of the program.

Best practice is to start with a trial event/ transfer process.  This initial transfer should be planned 
with enough time between the remaining transfers to enable adjustments and changes based on the 
learning related to flow, process, timeframes, etc.

Start planning with an intention to develop transfer formats that are similar to a normal market 
process, then identify reasons that might justify a more controlled, strict design (see the advantages 
and disadvantages of both options below).

1
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Advantages Disadvantages

(With vouchers) 
Option for the 
beneficiaries to 
buy from any 
participating 
provider

• The beneficiaries can choose vendors 
who give them better service, allowing 
the market process to function 
relatively normally

• Respects the dignity and autonomy 
of the beneficiaries by allowing them 
to make purchases in a way that is 
similar to their normal practice

• Depending on the format 
(predetermined days or not), the 
quantity of beneficiaries, and the 
amount of each voucher, this may 
involve a more complex process for 
the vendors to ensure supply

• More technological equipment 
is required if all the vendors are 
“open” at the same time

(With vouchers) 
Beneficiaries 
purchase from 
assigned vendors 

• Facilitates more accurate inventory 
planning for each vendor

• Allows for sharing key messages to 
large groups of beneficiaries

• Facilitates assignment of staff for 
monitoring or assistance in cases as 
needed during the distribution

• May require fewer members on 
technology teams if all the vendors are 
not “open” at the same time

• Takes away the beneficiary’s choice 
of vendor based on their preferences 
for quality, convenience, and service

• More closely resembles an in-kind 
distribution

• May require greater effort for the 
program to monitor the process 
and services of the vendor, as 
beneficiary choice is not available as 
an indicator of quality of service

• Has a greater impact on normal 
market function and can artificially 
support specific vendors without 
verifying the forces in play in the 
market
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VENDOR TRAINING FOR VOUCHER PROGRAMS
TOOL I2

2
3
4
5
6

1

OBJECTIVE 
Participating vendors play a key role in voucher programs and as such require a process 
of training or capacity building to ensure the quality and reliability of their services. This 
document seeks to support the development of the vendor training process, providing a list of 
key considerations and information on priority topics for capacity building. 

To participate in voucher programs vendors must have the ability to follow procedures, fulfil administrative 
requirements, provide quality service to clients, abide by humanitarian principles, and, potentially, operate 
required technologies. The vendor orientation and training process (prior to program start-up and during 
implementation) should communicate expectations and build capacity to comply with the quality criteria 
and commitments of the organization.

PRIORITY TOPICS FOR BUILDING VENDOR CAPACITY

Information about the Program and the Organization (objectives, principles, and history)

Process for Redeeming Vouchers            

Required Technology

Documents and Processes Required for Payment 

Contract Terms

Other Mutually Beneficial Topics (e.g. storage practices)

Gesler Castillo / PCI



KEY CONSIDERATIONS:
Beyond developing capacity, the training process seeks to 
clarify doubts about the processes and terms of the contract, 
anticipate potential problems or disputes, and promote respect 
and quality service by the vendors toward participants.

This process seeks to generate mutual confidence between the 
organization and the vendor. 

It is important that trainings be as straightforward and 
practical as possible, using a participatory dialogue-based 
methodology. Presentations should be brief and clear but 
include sufficient time to answer any questions that arise.

During the evaluation and the process of contracting vendors, 
specific training needs based on the context and vendor 
assessments should be identified and incorporated into the 
training plan (e.g. vendors have strong financial procedures 
but poor storage practices).

Specific trainings should be planned for the required systems and technology, including mobile 
phones, receipt printers, and e-voucher systems and interfaces.

When appropriate, consider sharing documents that summarize the steps and information taught 
during the training with the vendors.

When possible, vendors who have already participated in voucher programs should be invited to 
share their experiences with new vendor participants.  

Giving and soliciting feedback from the vendors at regular intervals (at least once or twice during 
the life of the project) can help improve processes and resolve difficulties or doubts.

Priority Topics for Building Vendor Capacity
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Topics Description

1. Information 
about the 
Program and 
Organization

• Inform the vendors about the objectives, geographic zones, duration, and context 
of the project

• Present an overview of the organization, its history, and its principles

• This training topic serves as a general orientation, detailing their role in the 
broader context.  However, a better understanding of and familiarity with the goals 
of the intervention may also foster greater commitment to the cause 

2. The 
Process for 
Redeeming 
Vouchers

Each voucher program will have procedures and processes required for the redemption 
of vouchers. Training topics will likely include:

• Identification of the beneficiaries and any required documents or processes for 
confirmation

• Restrictions on voucher usage

• Timing (only during distribution dates, any time, etc.)

• Amounts to be redeemed

• Products that can be purchased or those that are restricted

• Product specifications (quality, packaging, expiration dates)

Amy Ostrander / PCI
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Topics Description

• Steps to be followed for voucher redemption

• Any documents to be filled out by the vendor and/or the beneficiaries

• Customer service expectations

• Calendar of activities and required logistics 

• The process for registering complaints and suggestions – both for vendors and 
for program beneficiaries (who are free to report the treatment they receive in 
stores)

3. Required 
Technology

When vendors need to use technology (mobile phones, electronic cards, fingerprint 
scanners, etc.) as part of the voucher redemption process, the program must provide 
training before start-up (this is generally combined with the process for voucher 
redemption). Topics will likely include:

• Overview of the processes and devices used for voucher redemption, including the 
interface and software

• Presentation of the documents, information, and analyses that the system 
generates, if applicable

• Maintenance of devices

• Potential challenges and troubleshooting

• Role of the data generated by the system in monitoring and verification of 
information

• Demonstration of the technology in use and practice working with the systems 

4. Documents 
and Processes 
Required for 
Payment

Although this information should be included in the contract, it is important to 
reinforce vendors’ knowledge of and familiarity with the documents and processes 
that are required for payment. Topics will likely include:

• Documentation required and time frame

• Establishment of specific administrative/accounting documents (e.g. tax 
exemption)

• Process of document verification and validation 

• Situations that would lead to suspension of the payment process

• Process for dispute or conflict resolution 

• The internal process for request, approval, and execution of payments (so that 
the vendors understand the deadlines required by the organization for processing 
payment)  

For more information, see Guide I3 of the Implementation Toolkit: Vendor Payment 
Process

5. Terms of the 
Contract

It is good practice to review the contract in-person with the vendors to ensure they 
are familiar with key obligations, including:

• Responsibilities and roles of each of the actors involved in program execution 

• Clauses regarding termination of the contract

• Process for setting, agreeing upon, and/or adjusting prices

• Humanitarian principles

• Penalties and compliance deposits

6. Other 
Mutually 
Beneficial 
Topics 

When possible, consider including additional topics that may be of mutual benefit to 
the vendor as well as the program. Some examples include:

• Appropriate product storage/warehouse management practices and pest control 

• Product flow and inventory management



The inclusion of other topics such as warehouse management and financial strengthening will 
depend on several factors including the duration of the project, the capacity of program staff, and 
the needs of vendors.

Many of these topics may be mutually beneficial for the program and the vendors. For example, 
training on warehouse management will enable the vendor to learn from the extensive experience 
that many NGOs have in commodity storage, which could result in higher quality products being 
purchased by the beneficiaries and benefit the vendor in their continuing business.

It is important to ensure that the design of these additional trainings are based on the needs of the 
vendors and their interest in the topics. The sessions should be focused on practical skills and tools. 

 This document is part of the Implementation Toolkit: Cash and Vouchers, Version 1.0 – February 2018. 
Developed with funding from USAID. The opinions expressed in these tools do not necessarily reflect the 

official position of USAID.

Topics Description

• Risk management and security measures (in stores or at distribution sites)

• Creating the redemption calendar in conjunction with the communities (if 
appropriate)

• Strengthening knowledge of financial regulations

• Certification or registration of qualified vendors 



VENDOR PAYMENT PROCESS IN VOUCHER PROGRAMS
TOOL I3

Gesler Castillo / PCI

OBJECTIVE 
An efficient payment process for participating vendors is key to the success of a voucher program. This 
guide outlines the steps in a standard payment process, roles and responsibilities, and key considerations 
for a voucher program. 

This guide contains the following components:

• A process flow chart

• A description of each step

• Key considerations for the payment of vendors

The payment process should respect:

1 The terms of the contract with the vendor (documents required, deadlines)

2 Organizational policies and procedures, including procurement manuals 

3 Donor requirements
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Responsible Party

Steps

Participants

Vendors

Step 1: Preparation 
and Delivery of 

Documents

Program team*

Step 2: Verification

Program coordinator

Step 3: Verification 
and Payment Request 

Finance

Step 4 and 6: Payment 
Request and Payment

Budget Approver**

Step 5: Authorization

Receive the goods/services 
and the corresponding 
receipt/voucher 

Program team 
reviews the 
documents 
presented by the 
vendor

The M&E team verifies 
that participants 
received the goods/
services that 
correspond to their 
receipts (according to 
the conditions specified 
in the contract)

An electronic 
summary is 
generated by 
the voucher 
system

Collect the receipts and prepare a document 
summarizing the quantity and price of each 
product, the number of participants helped, 
dates the transactions took place, quantity of 
vouchers exchanged, etc. Present the invoice 
and documents required for the payment 
request for that period

The program coordinator receives 
the report from the monitoring team, 
the program team, and the voucher 
system, reviews and validates them, 
and prepares the payment request

The finance department reviews and 
verifies documents and payment 
request provided by the vendor, and 
if approved, prepares the payment 
request paperwork

Payment authorized 

Payment to 
vendor

* The program team includes technical, administrative, IT, and monitoring and evaluation staff. The 
specific tasks and responsibilities for review and approval may vary from one program to another and 
between different country offices.

** Those authorized to approve payments may be outlined in a country authorizations matrix or a similar 
document for each office

Vendor Payment Process Flow Chart
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Steps Description

1. Preparation of 
Documentation 
According to 
Contract Terms

Who:
Vendor 

The vendor prepares:

1. A list of products distributed to each of the participants (through a voucher 
exchange) and the total cost. In the case of electronic vouchers, the system will 
generate this information automatically.

2. A written request for payment for the services or goods delivered, indicating the 

transfers.

The following steps apply when there are no system-generated reports:

3. In the case of paper vouchers, the vendor prepares a receipt (3 copies1) at 
the time of sale with their signature and that of the participant. This document 
should include the characteristics of the products (including brands if relevant), 
the quantity of each product distributed, the price per unit, and the total for 
each program participant (including the voucher number, when applicable).

4. Returns the corresponding vouchers (in the case of paper vouchers or tokens).

5. Produces a summary of the vouchers (participant number or name) and the 
corresponding amounts

6. Prepares the invoice corresponding to the requested payment with:

a. invoice number

b. number of vouchers exchanged

c. quantities and prices of each product/service

d. total amount

e. date

f. name of the vendor

g. organization data

Who:
Program staff
(Program Technician 
and/or Team 
Coordinator)

For electronic vouchers, program staff should verify that: 

• The information on the receipts presented by the vendor correspond to the 
information recorded in the system

• The summary document for exchanged vouchers lists the amounts 
corresponding to each voucher, the total amount, the quantity of each 
product obtained, and the characteristics of each product dispatched (as 
well as the date, location, and name of the vendor)

• Prices are in line with what was stipulated in the contract
• The products dispatched are those stipulated in the contract (when voucher 

use is restricted)
• Exchanges are compliant with  stipulated restrictions (e.g., the participant 

may not buy more than two kilos of salt per month)
• The invoice corresponds to the receipts issued and includes all of the 

required data (invoice number, number of vouchers exchanged, quantities 
and price of each product/service, total amount, date, name of the vendor, 
organizational data)

• The written payment request complies with all of the above and indicates 
the desired means of payment with corresponding data (e.g., bank account 
information)

1 One for the vendor, one for the payment request, and one for the participant

Vendor Payment Process Details by Step
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Steps Description

Who:
Monitoring 
team

For paper vouchers or tokens, program staff should verify that:

• The number of vouchers exchanged corresponds to the number of vouchers 
delivered by the vendor

• The summary document for the exchanged vouchers includes the numbers for 
each voucher, the correct quantity of vouchers, the amounts corresponding 
to each voucher, the total amount (as well as the date, location, name of the 
vendor)

• The receipts2 include all of the required information (date, receipt number, 
voucher number, signature of the vendor and the participant, list of the 
products, quantities, prices), and that the total amount per receipt is correct and 
corresponds to the value of the voucher

• The prices correspond to those agreed upon in the contract
• The products delivered are the same as those stipulated in the contract (in cases 

where voucher use is restricted)
• Any other clause has been fulfilled (e.g. participant cannot buy more than two 

kilos of salt per month) 
• The vouchers have not been used previously and that they are not falsified (to 

ensure this, a document records the numbers of each voucher used)
• The invoice corresponds to the vouchers and receipts and contains all of the 

required data (invoice number, number of vouchers exchanged, quantities and 
price of each product/service, total amount, date, name of the vendor, other 
relevant data of the organization)

• The written payment request validates all of the above and indicates the desired 
means of payment with corresponding data (e.g., bank account information)

For vouchers of any type (paper, token, or electronic): 
• The monitoring team is responsible for verifying that the participants have 

received the goods/services listed in the receipt (quantities and quality), and that 
they have been received and treated as stipulated in the contract (with respect, 
in an adequate space, with an appropriate wait time)

• When direct monitoring of the product distribution process (such as on-site 
monitoring of the basket after voucher redemption) does not take place, the 
monitoring team conducts a post-distribution monitoring at the participants’ 
homes

• The monitoring process in the home may not necessarily coincide with the timing 
for processing payment. In this case, an agreement will be reached with the 
finance team, the program coordinator, and those who authorize payment to 
obtain a minimum sample to validate the adequacy of the process

• If irregularities are discovered, payment will be suspended and more complete 
monitoring will be carried out

• The monitoring team and/or the program coordinator will also check the 
complaints and suggestions system to determine if there have been irregularities 
in the process

3. Validation 
and 
Payment 
Request

Who:
Program 
coordinator

• The Program Coordinator receives the documentation presented by the vendor, 
reviews it, and consults with the team that carried out the verification process.

• If there are no irregularities (e.g., more vouchers than the number of 
beneficiaries, prices outside the acceptable range, etc.), a payment request is 
completed

• The document will certify that the voucher exchange process was carried out 
appropriately and that the terms of the contract were fulfilled

2 When exchanging the vouchers, the vendor fills out a receipt listing the products that were dispatched, prices, and quantities and 
both the vendor and the participant sign it.
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Steps Description

Who:
Monitoring 
team

For paper vouchers or tokens, program staff should verify that:

• The number of vouchers exchanged corresponds to the number of vouchers 
delivered by the vendor

• The summary document for the exchanged vouchers includes the numbers for 
each voucher, the correct quantity of vouchers, the amounts corresponding 
to each voucher, the total amount (as well as the date, location, name of the 
vendor)

• The receipts2 include all of the required information (date, receipt number, 
voucher number, signature of the vendor and the participant, list of the 
products, quantities, prices), and that the total amount per receipt is correct and 
corresponds to the value of the voucher

• The prices correspond to those agreed upon in the contract
• The products delivered are the same as those stipulated in the contract (in cases 

where voucher use is restricted)
• Any other clause has been fulfilled (e.g. participant cannot buy more than two 

kilos of salt per month) 
• The vouchers have not been used previously and that they are not falsified (to 

ensure this, a document records the numbers of each voucher used)
• The invoice corresponds to the vouchers and receipts and contains all of the 

required data (invoice number, number of vouchers exchanged, quantities and 
price of each product/service, total amount, date, name of the vendor, other 
relevant data of the organization)

• The written payment request validates all of the above and indicates the desired 
means of payment with corresponding data (e.g., bank account information)

For vouchers of any type (paper, token, or electronic): 
• The monitoring team is responsible for verifying that the participants have 

received the goods/services listed in the receipt (quantities and quality), and that 
they have been received and treated as stipulated in the contract (with respect, 
in an adequate space, with an appropriate wait time)

• When direct monitoring of the product distribution process (such as on-site 
monitoring of the basket after voucher redemption) does not take place, the 
monitoring team conducts a post-distribution monitoring at the participants’ 
homes

• The monitoring process in the home may not necessarily coincide with the timing 
for processing payment. In this case, an agreement will be reached with the 
finance team, the program coordinator, and those who authorize payment to 
obtain a minimum sample to validate the adequacy of the process

• If irregularities are discovered, payment will be suspended and more complete 
monitoring will be carried out

• The monitoring team and/or the program coordinator will also check the 
complaints and suggestions system to determine if there have been irregularities 
in the process

3. Validation 
and 
Payment 
Request

Who:
Program 
coordinator

• The Program Coordinator receives the documentation presented by the vendor, 
reviews it, and consults with the team that carried out the verification process.

• If there are no irregularities (e.g., more vouchers than the number of 
beneficiaries, prices outside the acceptable range, etc.), a payment request is 
completed

• The document will certify that the voucher exchange process was carried out 
appropriately and that the terms of the contract were fulfilled

Steps Description

4. Preparation of 
the Payment

Who:
Finance team

The finance department carries out a second verification of the totals, confirming 
that the terms of the contract were fulfilled (regarding prices, articles dispatched, 
documents for payment request, and total amount of the contract), and prepares 
the payment request.

The procedures for what should be attached to the payment request vary 
among organizations and should be confirmed in the appropriate manuals. 
Some examples of information or documents that could be required in a 
payment request include:

• Approved procurement request form 
• Confirmation of compliance with the procurement form
• Documentation of donor approval 
• Form for verification of the GEU (terrorism, prohibition/suspension)
• Price Comparison Report (if required)
• Signed contract
• Report of Services Provided or Purchase Order Form 
• Invoice
• Any relevant correspondence 

For voucher programs, the following may also be considered:

• Payment request from the program coordinator with a letter that confirms the 
absence of irregularities in the voucher exchange process

• Summary of sales (signed by the monitoring and/or program team)
• Bid validated by the program coordinator (when periodic bids are carried out)
• List of recipients and corresponding amounts
• Summary of the number of beneficiaries per community
• Certificate of tax exoneration (and/or other documents for special financial 

regulations) 
• A check or request for other form of payment for validation

5. Validation

Who:
Budget approver

After having verified that the process fulfilled the terms of the contract and internal 
policies and procedures, the payment request is reviewed and approved by the 
budget holder/authorized approver.

6. Payment

Who:
Finance team

The finance department makes payments and delivers the tax exemption (when 
applicable).



OTHER CONSIDERATIONS:
It is important to comply with the timeframes for vendor payment to ensure smooth program 
operations. Delays in payments can affect the vendors’ ability to restock and pay their suppliers, the 
trust between the vendor and the organization, and the vendors’ incentive to comply with their agreed 
upon timelines.

Two levels of verification (program and finance) are essential to reduce errors in the calculation 
of amounts for payment and monitoring documents, as well as to minimize the risk of fraud and 
corruption (e.g., collusion between the vendor and someone within the organization). 

The verification process conducted by the program or monitoring team (step 2) can take a long time. 
When determining program resources, it is important to ensure that sufficient staff are available during 
this process in order to avoid bottlenecks and delays. 

At the beginning of the program, the verification sample should equal 100% if the voucher 
management process is flexible (partial voucher usage is allowed, the vouchers can be used in various 
places, there are no specific dates for voucher use), and if the vendor does not have much experience 
with these processes. Later in the program, a representative sample will be sufficient.

If the verification process takes place during the voucher exchange, the team must ensure that the 
verification is systematic and complete, including monitoring of the good received. 

The roles within each team should be well-defined. The teams should always be present and complete, 
as the verification process cannot be validated if the process was not respected (e.g., some members 
were absent or were involved in other activities during the distribution).

It is useful to estimate how much time the complete process will take – from finalization of the last 
distribution to payment transfer. In this way, everyone can plan and avoid delays.
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