MARKET BASED RELIEF

A Manual for the Use of Vouchers in Relief and Recovery Programs

INTRODUCTION

Vouchers have been used in emergency and relief operations for well over 20 years. Since 2000, their use has become more widespread, following work by agencies such as CARE and CRS to develop voucher and seed fair schemes as an alternative to ‘seeds and tools’ direct distribution programs in Africa. 

Along with cash programs, voucher schemes are now often seen as preferable to direct distributions in cases where goods are available on local markets. Reasons include that they are more cost effective, safer, less open to corruption or leakage, and do not undermine markets. As a result, vouchers are increasingly often used to provide food, agricultural and livelihoods inputs and services, and relief and construction materials. 

In Indonesia, CARE has developed considerable experience in implementing voucher programs. For over five years, it has used vouchers and seed fairs to provide seed aid in disaster affected provinces. More recently, it successfully piloted a Market Based Food Assistance (MBFA) voucher scheme as part of its tsunami response in Aceh. Following the Yogyakarta earthquake in 2006, the same approach was used to provide food and non-food items. CARE’s reconstruction program in this area has also used vouchers to supply construction materials as part of an aided self-help house construction scheme.

This manual outlines a standard methodology for CARE voucher schemes in Indonesia, drawing on examples and lessons from these previous programs. At its core is a set of standard operating procedures for using vouchers, whether for seed aid, food, or provision of relief or construction materials. More general guidance is also offered on program design and planning, particularly assessments, orientation and liaison with communities and vendors. In addition, it includes suggested performance indicators and sample formats for use by project staff. 
The manual does not offer guidance on the much-debated issues of when voucher programs are appropriate, and whether or why they should be used instead of cash. It does discuss basic considerations for assessment of suitability and feasibility. But it is not the aim of this manual to establish that vouchers are preferable to cash programs or direct distributions. This is a decision to be taken by project designers, based on their assessment of the context and capacity to administer an intervention.
A. DESIGN: ASSESSMENT AND OBJECTIVE SETTING

Checklist

· Is the program based on proper assessment and problem identification?

· Do program objectives properly reflect the reasons for using vouchers?

· Are indicators sufficient to judge impact?

· Do assessments provide necessary baseline information?

· Are specific assessments used to identify range and type of goods supplied?

· Does the project have agreed performance indicators for using vouchers?

As with any intervention, design of voucher schemes must be based on assessment and analysis of the local situation, to ensure that problems and objectives are clearly defined. 

1. Food / seed security assessments

Often the justification for using vouchers instead of direct distribution of food or seeds is that beneficiaries are suffering from seed or food insecurity because they cannot access goods, even though these goods are locally available. Where programs are intended to address these so-called ‘entitlement’ issues, assessments should properly diagnose the root causes of insecurity and demonstrate the suitability of voucher responses. 

Experiences in other countries suggest that this is a particular issue for seed fairs. While food security assessments are commonly carried out before food aid is provided, programs that promote seed security are less often based on proper analysis of seed systems and markets. This can lead to problems, as projects that act without proper understanding of the issues risk making mistakes such as undermining farmer seed systems, bypassing local outlets, or introducing inappropriate varieties. 

2. Objectives, impact indicators and baseline information

It is also often said that voucher programs strengthen markets, or reduce seed or food insecurity. But too often, evidence is not gathered to substantiate such claims. Where such aims are central to an intervention, program designers should ensure that they are reflected in project objectives and indicators, and that assessments gather enough baseline information to support impact assessment. 

3. Specific assessments and performance indicators

Of course, sometimes vouchers only play a supporting role. For example, they might be used to provide commodities simply because they are thought to be cheaper, easier, or fit better within a wider program than cash or direct distribution. Where this is the case, wider assessments, for example of impact on markets, might not be needed unless there are concerns about potential negative impacts. 

But it is important to note that projects should still make specific assessments and set performance targets, even if these are not explicitly reflected in a logframe. At the very least, assessments must be used to help determine range and type of goods to be supplied. Performance measurement should also reflect key targets. Taking the example of seed fairs again, PRA or other field assessments must be used to determine the range of seeds supplied. Performance targets should include percentage of vouchers exchanged, range of products available and average number of vendors attending fairs. 

B. PLANNING AND PREPARATION

Checklist

· Feasibility has been demonstrated by assessment or in previous programs

· Activity planning covers orientation of stakeholders and materials needed to do it

· Post-monitoring surveys and meeting reports refer to key standards 

· Targeting criteria and beneficiary selection process are established with stakeholder input

1. Feasibility Assessment

Before implementation, a feasibility assessment should be conducted to identify sites and ensure that interventions are appropriate. The assessment uses rapid household and market surveys to look at major pre-conditions for implementing a voucher scheme. 

Issues covered include:

· Support and cooperation of local leaders/ beneficiary representatives

· Support and cooperation of beneficiaries

· Suitable vendors willing to participate

· Physical market access for beneficiaries

· A stable supply of the commodity in the market

· A safe and secure environment for staff and beneficiaries

· Good transport infrastructure

· An established supply chain between wholesalers and shops

· Reasonable and stable prices for the commodity

A sample feasibility assessment matrix and questionnaire formats are included in the appendices. Such assessment will be particularly useful in areas where voucher interventions are implemented for the first time. In areas where voucher interventions have previously been used for a commodity, such assessment might not be needed.

2. Orientation 

Orientation should be conducted with government representatives, vendors, village officials and community members from the outset of a project. Planning must therefore cover the strategy and resources needed for orientation of various stakeholders. 

When planning orientation, it is important to note that this does not just mean one-off meetings and events. To increase effectiveness, teams should try to ensure that orientation is carried out in informal settings as well as through more formal events. 

To inform such planning, staff should identify what must be communicated, when, and how this will be done. The following issues will be relevant to all stakeholder groups:

· Who is CARE Indonesia and what does it do, particularly in this area?

· What is the aim of this project?

· Who are the beneficiaries of this project, how are they selected?

· How does the voucher system work? Who is responsible for what?

· What are the advantages for vendors and for beneficiaries?

Below is some more detailed discussion of key stakeholder groups. But guidance here is not intended to be prescriptive – in the end, it is up to staff to determine how much time and effort can be devoted to orientation based on local context, and the type and urgency of projects. In addition, local government orientation is not discussed further. However, it is assumed that staff will plan for appropriate levels of involvement. 

a. Vendor orientation

Proper orientation about program aims, activities and mechanisms, as well as about CARE more generally, is crucial to building successful relationships with vendors. 

First and foremost, vendors need to understand how participation will benefit their businesses. To achieve this, staff must take time to explain program aims and mechanisms. Key issues will be to demonstrate how the program has potential to bring vendors more business, and to persuade them that additional administrative burdens will be offset by a small fee. 

An additional complicating factor in the early stages is that vendors are often concerned about taking risks. In particular, they might be unsure that CARE will pay. On the positive side, however, experience also shows that vendors are often motivated by a desire to help members of their communities. Explanation of who CARE is and what it is trying to do are crucial both to building trust and promoting willingness to participate. 

Story on vendor unwillingness… how to persuade them 

Convincing vendors to participate in voucher schemes can be hard work in project areas where vouchers are being used for the first time…

Vendor orientation should be integrated into other preparatory activities. In particular, feasibility assessments, vendor identification and screening, and price determination meetings offer opportunities to give explanations to vendors and listen to their concerns. During planning, staff should determine what orientation is needed, when and how it will be done, and the resources (e.g. fact sheets or checklists for staff) needed to do it. 

b. Village leaders, representatives and community members

Voucher interventions typically require more intensive community orientation than direct distributions or provision of cash. There are a number of reasons for this. For one, beneficiaries will certainly be less accustomed to vouchers that they are to using cash or receiving goods. The mechanisms are also usually more complex, and the level of participation specified probably more intensive than with other aid delivery methods. 

Village leaders/ coordinators and beneficiary representatives have a crucial role to play in planning and administering voucher schemes. They will therefore be involved from the beginning in discussions with the project team on the feasibility of carrying out project interventions in their community. 

As planning develops, more formal group orientation of village leaders and beneficiary representatives will be required to explain the project and receive feedback. In addition to more general explanation as detailed above, specific issues covered should include:

· Criteria and procedures for beneficiary selection

· Types of goods to be supplied to beneficiaries

· Processes for determining prices and quality with vendors

· How wider community orientation should be conducted

· Where and when voucher distributions would be held

· How complaints and feed back from communities should be handled

· Roles of village leaders and beneficiary representatives in these processes


Working with community representatives

Close involvement of community representatives in planning, implementation and monitoring is crucial to the success of market based schemes. But working out who to involve and how to involve them requires some thought about who is best qualified to represent the interests of different sections of a community. 

Although often considered separately to ‘community representatives’, in Indonesia village officials or coordinators do represent their communities, whether or not they actually do a good job of it in reality. Where possible, projects should work with these figures to help them to fulfill their proper role, including in community orientation, beneficiary selection, arranging distributions and managing complaints. 

At the same time, it will also be necessary to ensure that all sections of the community are properly represented, and that effective checks are in place to prevent abuse of power. As a result, it also important to consider how to promote involvement of other beneficiary representatives. 

Setting up a ‘community committee’, including village officials, informal leaders, and representatives of stakeholders such as farmers and women is one way to do this. Composition is determined after community consultations and simple stakeholder analysis. Such a committee can play a key role in planning and executing projects, helping to promote empowerment, ensure openness and provide feedback on the project. 

This approach is strongly recommended, especially in non-emergency contexts. But exactly how a project engages community representatives will depend on the local context, type of intervention and time available. In any case, the key issues are always the same: ensuring that information is widely available, processes are transparent and participation is widespread. External checks should also be exercised by staff, including by conducting activities jointly and through monitoring such as spot checks and surveys. 
Community orientation should be participatory and led by community representatives and project staff. Discussion of the project should cover the basic orientation issues, including introducing CARE, planned project aims, beneficiaries and mechanisms. 

More detailed discussion should cover issues that directly affect communities, including;

· Criteria and procedures for beneficiary selection

· Types of goods to be supplied

· Where, when and what time of day voucher distributions will be held

· Where, when and how vouchers can be exchanged

· Roles of CARE, village leaders, vendors and beneficiary representatives

· How more information will be provided, who to ask, how to complain

People should be encouraged to ask questions and provide inputs, particularly on concerns about beneficiary selection criteria, type of goods to be supplied, and sites and timings for distribution and voucher exchange. In relation to sites and timings, project staff must ensure to consult properly with beneficiaries on security and accessibility of locations for voucher distribution or seed fairs. 

3. Targeting and beneficiary selection

Profiling and targeting beneficiaries begins at the project design stage. Then, selection of areas and beneficiary groups should be based on assessments and discussion with government and other stakeholders. 

During project set up, targeting and selection is extended to cover specific communities and households/ individuals. This is usually done in villages by field staff together with communities and community leaders. The following describes the processes involved in establishing detailed targeting criteria and processes for beneficiary selection. 


a. Establishing criteria

Every project should establish clear criteria for selection of households or individuals to participate in interventions. Typically, criteria for beneficiary selection include factors like:

· They are resident in a certain community or site (eg. village, camp or barrack)

· How affected they were by disaster

· Part of a vulnerable group (eg. women-headed HH, disabled) 

· Poverty criteria (eg. government poverty attributions) 

· Not part of certain groups (ABRI or civil servant)

In order to ensure sensitivity to the local situation and needs, the views of community members should help to shape criteria for selection of beneficiaries. Early consultations can be carried out with community leaders and members in the form of simple group discussions to ensure that criteria are suited to local needs and perspectives. Community orientation sessions will also provide a good forum to discuss such issues. 

b. Selection of beneficiaries
Lists of the population of a project site (village, camp or barrack) are the normal starting point for selection of beneficiaries. These are gathered from the village leaders or coordinators who are responsible for maintaining data on community members. 

The project team must then search for more information on the suitability of households or individuals to be beneficiaries. Existing data will provide some information, including household composition, poverty attributions, or even how affected they were by a disaster. But while secondary data is useful, teams must also ensure that local officials and community members are directly involved in beneficiary selection.

The best way to do this is by working together with local officials (village leaders or coordinators) to collect additional information needed for beneficiary selection. For example, members of a village apparatus down to the level of street head can be involved in gathering, updating and correcting this information. 

This process also provides an opportunity for community members to provide inputs. The quality of the process will depend on how well beneficiaries understand selection procedures, how open it is to their feedback, and whether there are external checks. In general, the more that beneficiaries themselves have opportunity to discuss and agree data provided, the less the likelihood of problems or objections later. 

The following steps are key to ensuring quality:

· Work with and through local officials responsible for maintaining population data

· Provide good orientation to officials on the program and the selection process
· Publicize information on beneficiary criteria and selection process

· Ensure that beneficiaries know who is responsible for compiling information  

· Establish procedures that enable people to view, verify and update information (e.g. posting lists in public or providing times when people can register)

· Put in place external checks on data quality (e.g. involve facilitators or members of a village committee in registration, or make spot checks by project teams)

Based on the data from this process, the project team will draw up a list of individuals or households who meet selection criteria and are proposed to be beneficiaries. 

Community members will have further opportunity to provide input on beneficiary lists just before distributions, when they should be displayed in public at least one day before. This provides opportunity for beneficiaries to provide feedback on beneficiary lists before each distribution. 

Story on Yogyakarta accountability strategy

In a recent project in Yogyakarta CARE worked closely with local village and block heads to register beneficiaries who were eligible to receive food vouchers…

It is worth noting that running such a process well does take time and effort, especially for first-time distributions. But experience often shows that efforts to ensure involvement of beneficiaries and village officials will pay off in the long run. The more intensively that village officials and community members are involved in beneficiary selection, the less likely it is that people excluded from distributions will be resentful or protest later. 

C. VOUCHER S.O.P.s

Although they are used for many different purposes, in practice the basic procurement and logistic procedures for using vouchers are more or less standard. The following provides a brief explanation of standard procedures for all CARE voucher schemes. 

Types of voucher

Vouchers come in two different forms: those with a cash value or those that are exchanged for a specific weight or volume of each commodity. 

‘Open vouchers’. Vouchers that have a cash value offer flexibility to determine the type and quantity of goods supplied. But they have two major drawbacks. Sometimes programmers do want to determine the type and amount of goods supplied – this often happens in food programs due to concerns that nutritional needs should be met. ‘Open vouchers’ can also make it easier for vendors to raise prices for voucher holders so they can make unfair profits. For this reason, programs usually include mechanisms to agree unit prices for pre-determined types of goods that can be supplied through the program.  

‘Closed vouchers’. These are vouchers that pre-determine the type and quantity of commodities to be provided to beneficiaries. Where programmers want to deliver a standard package of goods to beneficiaries, this kind of voucher will be preferred. It is also easier to monitor because vendors are only asked to supply a limited number of items with a standard weight or volume. The challenge is to assure consistent quality and prices among a set of vendors over time. As a result, these programs must also include a mechanism to determine reimbursement value for vendors. 

1. Vendor mapping and screening

a. Identification of vendors

· Projects should establish the type of vendor prioritized for participation. Often these will be existing local vendors. For seed fairs, the issues are more complicated. Such projects must establish whether to prioritise farmers that sell seed, local seed outlets, or larger suppliers from outside project areas. 

· Existing vendors in the project area are identified and a list is compiled including vendor name and location, perhaps with notes on suitability and interest. 

· This process also provides an opportunity to conduct initial orientation for vendors. Staff should consider developing a simple document to remind them of issues that should be communicated with vendors at this time (see also above for more on vendor orientation).

Prioritisation of vendors

Location of vendors is a key issue for projects that intend to strengthen local markets. For this reason, vendors working in and around project sites are often prioritised. For example, priority vendors might be defined as those within 5 km of a site. If not enough suitable vendors exist in this area, the project might then look at including second priority vendors within 10 km of the site. 

For seed fairs, the issues are different. Projects must establish the extent to which they should prioritise support for farmer seed systems, local outlets or larger suppliers/ producers within the formal seed system. In particular, it is worth noting that farmers who sell seed can easily be neglected due to procurement requirements for licenses and bank accounts. Yet, depending on project aims, it might be seen as important to promote participation of this group. 

b. Screening vendors

· A meeting is held with vendors to discuss the program and their interest in participating. 
· The meeting provides an opportunity for more formal and detailed orientation of vendors, including on issues described in the above section on orientation. 
· Interested vendors are screened based on pre-agreed criteria. These will typically include:

· They already stock and sell the basic commodities to be supplied 

· They have adequate shop and/or storage space to stock for beneficiaries

· They have adequate security to protect stock and vouchers

· They have business relationships with reliable suppliers

· They are enthusiastic about participating

· They agree to comply with the conditions of the program
· Where multiple distributions are planned in one site, the program will also need to consider including a mechanism for new vendors to sign up on an ongoing basis. 

2. Price survey/ bidding

a. Preparing for the bid

· Before bidding, the project team must carefully identify the goods to be supplied, including the brands and/or suppliers that meet minimal quality standards. These will be determined based on assessments conducted for the project, including expert recommendations, community consultations, and vendor and market assessments. 

· In certain cases, for example when vouchers are provided for construction materials, the project team must also consider if the price of transport for delivery will need to be included in deals agreed with vendors. 

· Although the ‘price survey’ demanded by CARE procurement process will be carried out through using the sealed quotation process, the project team is also advised to conduct its own survey to act as an additional input during negotiations. A sample format for this is included in the appendices (Price Survey Form). 
b. The bidding process

· The formal ‘price survey’ for MBR follows CARE Standard Operating Procedures for sealed quotations. These can be found in the CARE Procurement Manual. 

· Vendors that meet selection criteria and want to participate are sent a Request for Quotations (RFQ) by an officer authorised by the Procurement Department. A record is kept of vendors invited to quote.  

· Vendors submit quotations in sealed envelopes bearing the tender number. These are placed in a locked ‘Bid Box’ and vendors are given receipts. A sample format for vendor quotations is included in the appendices (Price Bidding Form). 

· Quotations are opened by a ‘Bid Committee’ that includes Finance, Admin and Program Department representatives. 

· Results are recorded in a Summary of Bid Analysis (SBA) signed by all members of the ‘Bid Committee’. The SBA is the basis for discussion of prices in a ‘Price Determination Meeting’. 

3. Price Determination

· Vendors and beneficiary representatives, including village officials, attend a ‘Price Determination Meeting’. This is led by a representative of CARE Procurement Department and attended by other members of the ‘Bid Committee’.

· Before the meeting, the price determination process is explained to beneficiary representatives. Their interest and role in negotiating good prices is emphasised.

· The aim of the price determination meeting is to achieve the lowest price possible for each item that is acceptable to a sufficient number of vendors. 

· The lowest quotation for each item recorded in the SBA is the basis for the discussion of prices. Beneficiary representatives are encouraged to negotiate. 

· Commodity specifications and quality standards can also be discussed and clarified in this meeting, especially where this is relevant to pricing. 

· Agreed prices can be lower or higher than the lowest quotation in the SBA, so long as there is a proper justification. 

· The meeting record will include a list of commodities, price in SBA and price agreed in the meeting. Any difference between price determined in the meeting and the lowest price in the SBA must be justified in the record. 

· The meeting record should be signed by all participants to show that they were present and agree with the results. 

4. Vendor contracts

· Participating vendors sign simple contracts with CARE. Key conditions include that vendors commit to provide the correct items to beneficiaries in exchange for vouchers and that CARE will reimburse vendors promptly for vouchers exchanged. 
· Vendors must provide copies of:

· License (Surat Izin Usaha)

· Bank account information

· Personal identification (KTP) 

5. Individual price and quantity agreements 

· Vendors agree the quantity of goods that they will each provide at prices determined in the Price Determination Meeting.

· Purchase Orders (POs) are issued. The PO should be for: “supply of (commodity) for (project), (phase) for (number) households.”

· The price in the purchase order includes 5% commission on the real value of goods supplied (Indonesian: ‘insentif’) to defer admin and labour burdens for vendors. 

· The PO must state: “The amount stated in this Purchase Order is not binding. CARE will only pay based on the value of vouchers exchanged. Loss of vouchers by the vendor is the risk of the vendor.” 

6. Technical meetings: final preparation and stock availability

· Before vouchers are distributed, CARE holds technical meetings with vendors to check stock availability and quality. 

· Technical meetings with beneficiary representatives are also conducted to confirm arrangements and their participation in voucher distributions. 

7. Printing vouchers

· Vouchers are printed outside the project area to reduce risk of forgery. 

· Each voucher must have a unique serial number. Serial numbers are later matched to names in beneficiary lists. 

· Vouchers have a space for stamping the date of expiry before distribution. 

· Some vouchers include a space to stamp the name of the vendor where they can be exchanged. This is a good practice because it facilitates monitoring. But of course, it will not be possible in schemes like seed fairs where beneficiaries must be able to choose between vendors.

Insert picture of sample voucher

8. Distributing vouchers

a. Preparing for distribution

· Sites and timing of voucher distribution are agreed in consultation with communities and their representatives. (See also sections on community orientation).

· Information on beneficiaries and site/ time for distribution are publicised in advance, with assistance from local (village) officials and beneficiary representatives. 

· Beneficiary lists for the voucher distribution are finalised by the project team based on the beneficiary targeting and selection process. A sample format for voucher recipients is included in the appendices (List of Voucher Recipients). 
b. Conducting the distribution

· Vouchers are distributed by CARE staff with assistance from local (village) officials.

· Before receiving vouchers, beneficiaries must produce a valid personal identification (e.g. KTP or SIM). Their names are checked against the beneficiary list.

· Once the identity of the beneficiary is established, they are given vouchers with the unique serial numbers that are listed against their name. 

· Beneficiaries must sign for receipt of the vouchers (on the List of Voucher Recipients). Receipts are countersigned by CARE staff and a local official in attendance. 

· When a beneficiary cannot attend the voucher distribution, his/ her representative can take vouchers on his/ her behalf. This representative must sign for receipt, and the local official in attendance must countersign to confirm. 

· Voucher distributions also offer a good opportunity to provide beneficiaries with detailed explanation of the project and mechanisms for exchange of vouchers.

9. Redemption of vouchers

· Beneficiaries must redeem vouchers on or before the expiry date stamped on the voucher. If the name of the vendor is specified on the voucher, they must also exchange the  voucher at the correct vendor.  

· When exchanging the voucher, beneficiaries must show a valid personal identification (eg. KTP, SIM) to the vendor. 

· Vendors should accept vouchers only if the serial number matches against the name of the beneficiary in the beneficiary list provided to him. 

· This list is then signed by beneficiaries and vendors to provide proof of voucher exchange. A sample format is included in the appendices (Proof of Voucher Exchange).
· Beneficiaries and vendors sign to confirm receipt of goods. The appendices include a sample Goods Received Note. 
· If goods are to be delivered, beneficiaries and vendors sign delivery orders in vendor stores. The appendices include a sample Goods Delivery Order. Goods Received Notes are then signed on delivery of goods to site.

10. Collection, audit and payment

a. Responsibilities and deadlines

· Because programs often target small vendors who have limited capital, CARE strives to pay vendors within 2 weeks after collection of vouchers. At the start of the project, each department is therefore asked to agree tight targets to facilitate processing. 

· The program team is responsible for coordinating with Procurement and Finance Departments about dates for processing payments. They must also ensure that documentation from the field office is good quality and complete.  

Internal coordination

Timely payment of vendors is key to ensuring that they are prepared to participate in voucher programs. But because these schemes involve a lot of paperwork and require faster than normal processing, many encounter problems meeting deadlines for payment. 

As a result, each department is asked to agree tight targets for processing. The following is an example of the schedule agreed for a CARE program in Yogyakarta.

Collection of vouchers, verification and recapitulation: 
2 working days.

Sending documentation to Procurement: 

1 working day

Verification/ audit of papers by Procurement: 

2 working days

Verification/ audit & transfer by Finance: 

5 working days

Distance between field office and headquarters can also be a problem, as it can mean that communication and resolution of issues takes longer. As well as agreeing processing targets, program and support departments should discuss how they will ensure effective communication. Having a ‘point person’ for program in HQ to liaise with support units is one way that has been used to help speed things up. 

b. Voucher collection and recapitulation

· Vouchers and paperwork are collected from vendors after the date of expiry of vouchers. Vendors are given receipts in exchange for the vouchers. The appendices includes a sample format for Proof of Receipt of Vouchers from Vendors. 

· After vouchers have been collected, they are put in order by serial number. Receipts and paperwork from vendors is audited and verified. 

· A recapitulation of goods and vouchers exchanged is compiled. Value of goods and vouchers exchanged with each vendor is calculated. CARE will pay whichever is lower. The 5% insentif is calculated based on real value of goods exchanged. The appendicesincludes a sample format for recapitulation (Recapitulation of Vouchers by Vendor). 

b. Processing and payments

· Documents are sent to the Procurement Department to be verified. A Request for Payment is then submitted to the Finance Department, with supporting documents. 

· Documents required by the Procurement and Finance Departments include:

· Recapitulation

· Vouchers…

· These should all be clearly listed here and cross checked with finance…

· The Finance Department audits the papers and arranges transfer to vendors. Proof of transfer is provided to the sub-office. 

· The sub-office provides copies of proof of transfer to vendors, who should check and alert CARE to any issues, including incorrect spelling of name or bank account number. 

· The sub-office Finance staff will provide a recapitulation of the invoices from the distribution to CARE Procurement Department in Jakarta later…this needs to be verified. 

Monitoring and evaluation

· Small surveys of vendors and beneficiaries are carried out within 1-2 weeks of distributions. These qualitative surveys are used to determine whether the voucher process functions as designed, identify obstacles and allow for corrective measures. 

· Results of the surveys will provide input and recommendations for the project team and support units involved in the program. Results should also be discussed with beneficiaries and vendors in planning meetings for upcoming distributions. 
Performance targets for voucher schemes

It will be useful to set or at least to suggest specific performance targets for key types of voucher scheme. 

A range of minimum standards can be presented, and appropriate ones used. Monitoring instruments should also be identified. 

They could include: 

Standards on composition of community committee (if applicable)

(eg. at least 30% women on the committee)

(instrument: project record) 

Standards on community participation in socialization/ orientation:

(based on Pietra’s standards) 

70% of beneficiaries who know about the project  (socialization)

100% of beneficiaries invited to orientation

60% of beneficiaries who attend orientation

30% of attendees are women

Standards for voucher exchange

At least 95% of vouchers exchanged

Special for seed fair

> x number of vendors participating

> x type of seeds provided

Standards for quality/ satisfaction

x% of seed sample germinate

x% compliance with quality standards for goods

x% beneficiaries satisfied

A Short History of Vouchers

In the 1990s, voucher programs implemented by international aid agencies included a scheme by Save the Children to provide food, agricultural inputs and construction materials to settlers in northern Iraq following the 1991 war. In the mid-1990s, the UK government also used vouchers to provide food to victims of the volcanic eruption in Montserrat. 

But the major experience with vouchers has been for supply of seed and other agricultural inputs in Africa. This began in 2000, when CRS first used vouchers as part of its seed fair approach in Uganda in response to criticism of traditional ‘seeds and tools’ programs. The approach was continued in other countries, including Tanzania, Kenya, Burundi, Sierra Leone and Ethiopia. In 2002, CARE also began implementing voucher programs, including in Zimbabwe and Ethiopia, where vouchers were exchanged for seed from local retailers. 

CARE Indonesia Market-Based Relief Programs

October 2005–June 2006: Tsunami response program, CARE Aceh

Food assistance for displaced tsunami victims from the 24 December 2004 Tsunami in the sub-districts of Ulee Kareng in Banda Aceh and Kuta Baro in Aceh Besar. 

July–October 2006: Java Earthquake Response Program, CARE Yogyakarta

Food assistance and hygiene kits for victims of the Yogyakarta and Central Java Earthquake, in Bokoharjo and Sumberharjo villages in Prambanan, Sleman district.  

Nov 2006–August 2007: Central Java Recovery Program, CARE Klaten

Aided self-help construction program for victims of the Yogyakarta and Central Java Earthquake in Brangkal, Melikan and Pasung villages in Wedi sub-district in Klaten. Beneficiaries used vouchers to procure construction materials and were assisted to link to workers trained in building earthquake resistant structures. 

More recently, aid agencies have developed experience in using vouchers to deliver food, livelihoods inputs and relief and construction materials. For example, vouchers have been used by the Danish Refugee Council in Chechnya to replace food aid, by CRS in Ethopia for animal restocking and in Afghanistan for food and livelihoods inputs, by FAO in Somaliland for use of tractors, by ICRC in Kenya for veterinary services, by Goal in Ethopia for bed nets and safe water and in Pakistan for relief materials. 

During this time, CARE has developed considerable experience in using vouchers in Indonesia. For over five years, it has implemented seed fairs to assist farmers in disaster affected provinces. More recently, it successfully piloted a Market Based Food Assistance (MBFA) voucher scheme as part of its tsunami response in Aceh. Immediately following the Yogyakarta earthquake in 2006, the same approach was used to provide food and hygiene kits to victims, in collaboration with local NGO Dian Desa. CARE’s reconstruction program in this area also used vouchers to enable beneficiaries to procure materials as part of an aided self-help house construction scheme. 
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