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GLOSSARY

	Dependency ratio


	Dependency ratio is measured here as the ratio of unfit (see definition below) members in the household divided by the number of fit household members, multiplied by 100.



	Destitution


	Destitution is a situation were a household is extremely needy (household members do not have adequate food, shelter, clothing to cover nakedness and to protect from the cold, external support, valuable assets which can be used to help them cope and voice to engage in community affairs) and cannot survive  without external support. 



	Graduation


	Graduation, or ‘exit’, refers to some households leaving the programme after a re-assessment of their situation. Graduation means that they no longer require the support rendered but either qualify for other programmes or now have the capacity to manage completely on their own



	Household


	A household is defined as a number of people who live in the same dwelling and eat from the same pot



	Incapacitated


	Incapacitated’ means that the household has no household members who are fit for work and in the working age or that there is a very high dependency ratio (300 and above).



	Unfit
	Whether someone is unfit or not is primarily determined by the CWAC. The following criteria serve as a guideline: a person who is a) younger than 19, b) older than 64 or c) 19-64 AND chronically sick, disabled or still school going.

  

	Retargeting


	Retargeting refers to the process when the situation of previously targeted beneficiary households as well as other households in the community is re-evaluated. The results of this process are used to state progress made as well as to decide.



	Social Protection


	Social Protection refers to policies and practices that protect and promote the livelihoods and welfare of people suffering from critical levels of poverty and deprivation and /or are vulnerable to risks and shocks - definition in the Social Protection Strategy 2005 & FNDP


FOREWORD

Social cash transfers Zambia are a response to the HIV/AIDS pandemic, which has led to a growing number of households with no adult breadwinners and to households headed by members who are aged, too sick or too young. These extremely poor and incapacitated household cannot be reached by labour-based or micro credit programmes (e.g. food security pack, food for work programmes, fertilizer support programme). They need regular & continuous social assistance to survive and invest in the education of their children. About 10 % of households in Zambia fall in this category. 

The Fifth National Development Plan (FNDP) recognizes the importance of social protection mechanisms to pro-poor growth and granting households with little or no self-help potential the opportunity to invest in the future of their children. Objective 2 of the FNDP Chapter 22 on Social Protection aims 'to reduce extreme poverty in incapacitated households through welfare support.' From this stand point of the FNDP objective, cash transfers are aimed at reducing extreme poverty in incapacitated households and offering an opportunity for households to invest in the future of their children and break inter- generational poverty. 

The Social Cash Transfer Scheme (SCTS) is administered by the Ministry of Community Development and Social Services (MCDSS) through the Public Welfare Assistance Scheme (PWAS). The scheme was officially launched in Kalomo in 2004 and covered two Agricultural Blocks: Kalomo Central and Kanchele. In 2005, MCDSS extended the scheme to Kazungula and in February 2006 to Chipata district. In 2006, the extension to the entire district of Kalomo started and in 2007, Monze & Katete were incorporated as new pilot districts. The GTZ Social Safety Net Project and DfID working with CARE International have assisted MCDSS in funding, planning, implementing and monitoring the Pilot SCTS. 

It is fundamentally the responsibility of Government to ensure the well being of its citizenry and Social Protection remains one of Government's priorities. 

Over the years Zambia experienced economic difficulties compounded by the HIV and AIDS pandemic which left the majority of the Zambian people poor and vulnerable. Most families face difficulties in fulfilling their basic needs. These difficulties have contributed to vices such as streetism, child abuse, crime, prostitution, sexual and gender based violence.

Government recognised the need to provide the Manual of Operations for the implementation of the social cash transfers scheme. The manual of operations is a tool which is designed to help manage the Scheme effectively. 
The successful implementation of the Social Cash Transfer Scheme cannot be done by the Ministry of Community Development and Social Services alone. Stakeholders at all levels particularly community are crucial. I therefore, implore stakeholders at various levels to participate fully in the implementation of the Social Cash Transfer Scheme. Our combined effort is critical to the wellbeing of our people. 

ACKNOWLEDGEMENTS

Last year the Ministry had a first ever national stakeholders meeting in October 2007 for the five Social Cash Transfer Schemes. One of the objectives of the workshop was to bring stakeholders together and share knowledge and experiences. One of the many issues that came out of the meeting was the need to review the manual of operations for all the five schemes in order to harmonise procedures, practices, financial procedures and have a well coordinated implementation of all the schemes. The need for harmonisation was arising from the fact that the social cash transfer scheme had one funding source DFID supporting all the five schemes, the reposition of CARE International’s support to the Ministry, the phasing out of GTZ social safety net project and the vision to scale up country wide.

The review of the Manual of Operations was preceded by consultations from Provincial Social Welfare Officers from Eastern and Southern Province, District Social Welfare Officers from Chipata, Katete, Monze, Kalomo and Kazungula, representatives of community structures, the Department of Social Welfare Headquarters, Accounts Section and authors of the previous editions. Our cooperating partners, DFID, CARE International and GTZ also participated and contributed financially to the review of the Manual of Operations. The consultation from the group and financial support from cooperating partners was very useful.  The Ministry commends the group for their constructive input at their various levels and hope that the Manual of Operations will be better able to contribute to the effective implementation of the Social Cash Transfer Scheme.  

	CHAPTER ONE

Overview of the Social Cash Transfer Scheme


This chapter describes the concept as well as rationale of social cash transfers and embeds them into the social protection context. It furthermore gives a short summary of the main scheme elements and maps out the way forward.

	In Summary

· The Social Cash Transfers Scheme is one component of Zambia’s social protection strategy and gives bimonthly grants to households who are destitute and have no or limited self-help potential.
· Social Cash Transfers are an innovative, empowering and cost-effective way of reaching incapacitated households 
· The SCTS is implemented by the Department of Social Welfare as one element of the Public Welfare Assistance Scheme (PWAS) and follow the PWAS principles
· The pilot phase during which various modalities are tested in different districts, determines how a national social cash transfer programme will look like.
Background documents

· Social Protection Strategy

· Chapter on Social Protection in the FNDP

· Social Welfare Policy
· Summary report

· Implementation framework

· Action Plan




A
Social Cash Transfer and Social Protection

A fundamental re-examination is currently going on about how best to tackle chronic poverty and hunger which are pervasive, and increasing throughout much of Southern Africa. Too often in the past, responses by government and cooperating partners tended to be reactive and short–lived, focusing on humanitarian assistance. Once the crisis was alleviated, attention drifted away and the problem was forgotten until another emergency hit the headlines.

In the face of growing evidence, governments and donors alike are recognising that such treatment has alleviated successive crises but not the underlying causes of poverty. Social cash transfers present a different approach, which not only provides for and protects the poor and their entitlements but also seeks to lift them out of extreme poverty. Social cash transfers are regular non contributory payments of money provided by government or non governmental organisations to individuals or households. One important characteristic of cash transfers is that they are predictable i.e. they are paid or distributed regularly, not as a reaction to a crisis, but as a pre-emptive initiative to allow recipients to prepare for and protect themselves in an effective way against unforeseeable catastrophes.

In countries where the cash transfer approach has already been applied such as Zambia, it is becoming evident that households and individuals can regain control over their lives, that they can access education and health and that local and national economies in the long run can benefit. Moreover, it is widely accepted that social protection is a basic right of all citizens and that it is the responsibility of the state to safeguard that right. Rights can only be achieved progressively as resources become available and as these rights are enshrined in legal documents. The most vulnerable in any society should have priority access to scarce resources and one of them is cash. 

In Zambia, social cash transfers are a response to the HIV/AIDS pandemic, which has led to a growing number of households with no adult breadwinners and to households headed by members who are aged, too sick or too young. These extremely poor and incapacitated household cannot be reached by labour-based or micro credit programmes (e.g. food security pack, food for work programmes, fertilizer support programme). They need regular & continuous social assistance to survive and invest in the education of their children. About 10 % of households in Zambia fall in this category.
 

The Fifth National Development Plan (FNDP) recognizes the importance of social protection mechanisms to pro-poor growth and granting households with little or no self-help potential the opportunity to invest in the future of their children. Objective 2 of the FNDP Chapter 22 on Social Protection aims 'to reduce extreme poverty in incapacitated households through welfare support.' From this stand point of the FNDP objective, cash transfers are aimed at reducing extreme poverty in incapacitated households and offering an opportunity for households to invest in the future of their children and break inter- generational poverty. 

The Social Cash Transfer Scheme (SCTS) is administered by the Ministry of Community Development and Social Services (MCDSS) through the Public Welfare Assistance Scheme (PWAS). The scheme was officially launched in Kalomo in 2004 and covered two Agricultural Blocks: Kalomo Central and Kanchele. In 2005, MCDSS extended the scheme to Kazungula and in February 2006 to Chipata district. In 2006, the extension to the entire district of Kalomo started and in 2007, Monze & Katete were incorporated as new pilot districts. The GTZ Social Safety Net Project and DfID working with CARE International have assisted MCDSS in funding, planning, implementing and monitoring the Pilot SCTS. 

The SCTS has the following objectives:

· To assist the most destitute and incapacitated households in society meet their basic needs, particularly health, education, food and shelter
· Generate information on the feasibility, costs and benefits and all positive and negative impacts of a SCTS as a component of a Social Protection Strategy for Zambia
As part of the Public Welfare Assistance Scheme, the SCTS is based on the following principles: 

1. Decentralization:  the SCTS is a decentralized programme, which actively engages all levels from the community to national level. All levels have their own roles and responsibilities and decisions are taken as close to the client as possible.

2. Participation: the communities and local leadership participate actively in the SCTS. All levels have the opportunity to review the functioning of the programme on a regular basis and make suggestions for improvement. Even beneficiary households have an opportunity for independent decision-taking as the scheme does not prescribe how the household are supposed to use the transfer.

3. Transparency: all processes have been clearly outlined in the Manual of Operations, which is also translated into local languages. Stakeholders at national, provincial, district and community level are familiarized with the concept and the scheme design before the scheme is introduced. Small summary reports, flyers, posters and the documentary offer different ways of ensuring that the public is well informed. All documents and progress reports are available national, provincial and district level of MCDSS as well as on the website www.socialcashtransfers-zambia.org 

4. Accountability: as it is imperative for the credibility of the scheme that all funds are properly managed and accounted for and that the right beneficiaries are targeted, the scheme has introduced different checks and balances in the targeting as well as payment process.  

5. Partnership: the SCTS actively seeks partnership with other Ministries for the payment, training and monitoring components of the programme. The Department of Social Welfare at HQ (DSW HQ) also works in partnership with a number of cooperating partners, which support DSW HQ in the effective execution of the SCTS. Partners in the scheme are committed to working in a coordinated manner.

6. Tradition: the Public Welfare Assistance Scheme, through which the SCTS is implemented, has a long welfare tradition in Zambia. Social cash transfers also enable households to participate in traditional safety net mechanism at village level such as saving clubs, mutual giving and sharing etc.
B
Summary of the different scheme elements

The Manual of Operations is a tool which is designed to help manage the Scheme effectively. The first chapter provides an overview of the concept of social cash transfers and sets out the rationale and how it is embedded in the Zambia’s social protection strategy. Chapter 2 describes in detail the roles and responsibilities of stakeholders as well as communication and coordination mechanisms. Chapter 3 outlines the eligibility criteria, the cut off point and how the targeting process is organized. Chapter 4 sets out the transfer amount, payment system and how and when a deputy can be used for the collection of transfers. Chapter 5 focuses on how changes are managed and on the process of re-assessment and graduation. Chapter 6 gives detailed instructions for planning, budgeting and accounting. Chapter 7 informs stakeholders which kind of information is required at each level, which records stakeholders have to use and what kind of information is generated by the database. Chapter 8 describes how complaints are managed and Chapter 9 details all the monitoring activities at different levels. Chapter 10 highlights the preparations to be made for a district to be included in the cash transfer scheme as well as the different training modules for grassroots up to national level. Annex A includes all forms that are used in the scheme, Annex B contains all guidelines for trainers, CWAC, ACC, DWAC members, social welfare officers at district, provincial and national level and Annex C lists all the background documents which have informed the design of the scheme.
Targeting

The entry criterion for households to be considered for the scheme is that they are 1) destitute and 2) incapacitated. ‘Destitute’ means that the household struggles to survive, adopts negative coping mechanism, has less than 3 meals a day, indecent shelter and clothing, limited access to education and health and only irregular and insufficient support. ‘Incapacitated’ means that the household has either no household members who are fit for work and of working age or that there is a very high dependency ratio (at least 3 unfit members for every fit member).
 The ‘incapacitated’ criterion is used to tailor the programme to households that cannot be reached by labour-based schemes such as Food / Cash for Work or Micro Credit which make up a large proportion of social protection programming in Zambia. Targeting is done by the Community Welfare Assistance Committees (CWACs) which are the grassroots level structure of PWAS. The CWACs use a multi-stage participatory process to identify the 10% most destitute and incapacitated households
 in their area involving the headpersons/section headpersons, the community and the District Welfare Assistance Committee (DWAC). 

Payment

The monthly transfer for households approved by the scheme amounts to ZMK 40,000 for households without children and to ZMK 50,000 for households with children. The transfer is based on the annual average price of a 50kg bag of maize, which allows a family of 6 at least a second meal a day. The value of the transfer is monitored regularly to allow for inflationary increases at least every two years.

Payments are exclusively channelled through pay points, which are organised in cooperation with other government institutions such as schools and health centres. Pay points pay out the transfers bimonthly after the pay point manager has collected the transfers from the agreed Bank in the District town. Every household has the right to appoint a deputy that is authorized to collect the transfer on behalf of the household. The appointment of a deputy is optional and the system is strictly monitored by the CWACs and by the District Social Welfare Office during control visits. 

Managing Changes

Changes in beneficiary households occur on an ongoing basis. A household might dissolve, leave the catchment area or continue under a new household head. There are different possible scenarios:

· If the household remains with a new head of household and the household still fulfils the eligibility criteria, transfers can be continued.

· If the household leaves the original CWAC but moves to another CWAC that is part of the SCTS, the household remains on the scheme and payments will be made through the new pay point.

· If the household dissolves or moves out of the catchment area, transfers are discontinued. Twice a year, in January and in July, the CWACs are given the opportunity to nominate new households who could take up these open spaces in a particular CWAC. In this way, new households whose situation has deteriorated over time, still have a chance to benefit from the scheme before the actual retargeting takes place. 

After a three year time period, a retargeting is carried out in order to review and accommodate all the changes that have occurred during this time period. Household structures may have changed or households may have moved in and out of critical poverty. For these reasons, the targeting process as described in chapter 3 is repeated every three years. Households who have managed to graduate will receive two lump sum payments of ZMK 250,000 each, which they can for instance invest into productive assets or a smaller business. The first payment will be made right after graduation and the second payment will follow 6 months later, conditional upon households’ participation in a business training, organized by the Department of Social Welfare.

Financial Management

Funds are wired every other month from headquarters directly to the two accounts at district level – one for transfers and one for administrative costs – and to the administrative accounts for the provinces and headquarters. Administrative funds cover targeting, payment, monitoring activities, travel expenses, trainings, office expenses and staff costs. The transfer account is accessed by the designated pay point managers. Every other month the province receives the requests from all the districts for administrative costs and transfers, discusses and approves the requests and forwards them in a summarized form to headquarters. Headquarters then instructs the bank to make the necessary transactions. Releases are only made if all expenditures have been accounted for the financial period before the last. To this effect, all levels provide financial reports, retire the receipts and follow the accounting procedures as laid out in this manual of operations.

Information management

Appropriate and effective information management systems provide an essential tool in implementing a successful SCTS. Records are kept at all levels from the CWAC, ACC, Pay point, DSWO, PSWO and DSW HQ. Each and every level has also an obligation to send regular updates about the status of the scheme as well as activities carried out. The creation of a computerised MIS helps to facilitate the management of the scheme in this regard. Provided that data is entered and maintained properly over time, the database can generate the pay point manager report, reports on the beneficiary households, financial reports etc. It is also a useful tool to track soft conditionalities in Monze and Chipata.

Complaint management

As the social cash transfer is an entitlement and as fiduciary risks have to be managed, beneficiary households and community members must have an opportunity to air their grievances. The Area Coordinating Committee (ACC) will be overall responsible for the management of complaints at community level. If community members either don’t feel comfortable channelling their complaints through the ACC or if the ACC has not taken up the complaint adequately, they might launch their complaint to the District Welfare Assistance Committee (DWAC).  The DWAC also reacts to complaints at district level. Anyone in and outside of the community who observes that a beneficiary household is clearly non-qualifying can also notify the ACC or the District Social Welfare Office. If the ACC / District Social Welfare Office confirms that the household is non-qualifying and the decision is backed by the DWAC, the household is excluded from the scheme with immediate effect. 

Monitoring and Evaluation

The internal monitoring system involves all levels of the Department of Social Welfare, from community to national level. The CWACs, ACCs, the District Social Welfare Office, Provincial SW Office & DSW HQ are all in charge of ensuring a smooth functioning of the scheme, meaning that the targeting is properly done, CWACs adequately counsel beneficiary households, changes are properly managed, any problems are solved in due course and most importantly, money is paid out timely, in full and regularly by pay point managers. All levels are asked to carry out regular monitoring visits and summarize the results in bimonthly monitoring reports. 

In addition to the internal monitoring system, there is an external Monitoring and Evaluation (M + E) System, which is funded and coordinated through the Technical Working Group on Social Assistance (TWG – SA). The M + E System is set up to identify whether the Pilot Scheme achieves its objectives and which areas need improvement. It observes and assesses:

· The performance of the scheme and its operational effectiveness such as the effectiveness of the targeting system, the distribution mechanism of transfers as well as the management setup

· The costs of the scheme and whether a national scheme would be affordable given the Zambian budget constraints

· The impact on the beneficiary households with regard to welfare indicators

· The impact on non-beneficiary households, on the community as a whole and on the local economy

· Any other positive or negative impacts which may be observed by the beneficiaries or by any other stakeholders

The M + E results are a tool to assess the feasibility, cost-effectiveness and replicability of the SCTS. 
Getting started
In order to start the SCTS in a particular district, the District Social Welfare Office has to be adequately equipped, sufficiently staffed and all the PWAS grassroots structures have to be functional. Different training modules for social welfare officers, for the district, the province as well as the grassroots structures ensure that all stakeholders are well sensitized and prepared to take up their role in the SCTS.
C
Way Forward

The Technical Working Group on Social Assistance is piloting different elements of the SCTS in five districts in order to learn through experience, build evidence and to build sufficient political and financial support from GRZ and cooperating partners. The aim is to develop options and build consensus among government, civil society and cooperating partners for a national social assistance programme by the end of 2008.

Table 1 below sets out the pilot districts and key lessons expected in preparation for a national scale-up.

	Kalomo
	· Capacity requirements for the implementation at local, district, provincial as well as national level 

· Development of training modules and planning tools for the upscaling of SCT to other districts

· Combination of the regular PWAS with cash transfers 

	Kazungula
	· Alternative payment mechanism

· Retargeting & graduation mechanism

· Implementation in a remote and sparsely populated district 

	Monze
	· Soft conditionality in health and education

· Implementation of SCT without direct technical assistance

	Chipata
	· Urban transfers – upscaling needs and governance issues

· Transfer value (school bonus)

	Katete
	· Universal age-based targeting


Table 1: Expected lessons in pilots 

	CHAPTER TWO

Institutional Setup


This chapter describes in detail the roles and responsibilities of all actors in the SCTS. It provides an insight into how different stakeholders coordinate at different levels in implementing the SCTS and in linking social cash transfers effectively with other social protection interventions. It also sketches out the communication channels from community to national level.

	In Summary


           Authority, guidance, supervision

           Coordination & cooperation









         

Implementation: CWACs, ACCs, Trainers, PPM, DSWO, DWAC, PSWO, DSW HQ 

Coordination & Cooperation: CWACs, ACCS, DWAC, TWG, SAG-SP

Guidelines to be used

· Guideline on roles and responsibilities of District Social Welfare Office
· Guideline on roles and responsibilities of PPMs
Background documents

· MoU on general cooperation in the area of social assistance
· MoU for technical and financial cooperation in the area of social assistance



A
Roles and Responsibilities 

Community Welfare Assistance Committees (CWAC)

The CWAC is elected by the community for a tenure of 3 years and is composed of (1) 
community members, (2) representatives from associations in the community, (3) Church representatives. The CWAC is mainly responsible for:

1. Coordinating welfare programs in the respective community and mobilize community support for beneficiaries

2. Being the main actors in the targeting process 

· They screen communities for extremely needy and incapacitated households

· Interview potential households and fill in application forms

· Rank beneficiaries according to their socio-economic status

· Present the ranking at the community meeting and integrate any new potential candidates proposed by the community

3. Helping beneficiary households to appoint a deputy and monitor the process

· Sign up or release deputies for beneficiary households on the deputy form

· Monitor the deputy system and record any observations on the monitoring form

4. Managing changes in the household structure

· Monitor whenever a household head dies, needs to be replaced or when a household moves away or dissolves for any other reason and report in the monitoring report

· In case of a new household head, CWACs screen the new situation of the household and fill in another application form

· In case transfers for a household are discontinued, CWACs can propose new households meeting the eligibility criteria to join the scheme in January and July every year.

5. Monitoring the payment process at pay points

· Take note of any problems arising or irregularities and document them on the PPM report

· Get names of beneficiaries who did not collect their transfer from PPM for the follow up

· Check on beneficiaries who did not collect their transfers and report it to PPM who documents it in on the PPM report 

6. Monitoring and counseling beneficiary households 

· Offer them guidance in deciding whether to choose a deputy

· Assist them in case they have any questions or any problems where the CWAC can be of guidance

· Refer them to other programs in case they experience any additional problems

· Make sure that the money is not misused

· Report on any problems and other observations on the monitoring form

7. Counselling rejected households and referring them to other existing schemes

Area Coordinating Committees 

The ACC is composed of representatives from the different CWACs and is mainly responsible for:

1. Monitoring the targeting process

· Control that information on the application form is correctly and completely filled in

· Countercheck at least 10% of all application forms through field visits verifying that information provided by household and CWAC is correct

2. Reacting to changes in the household structure

· Take the final decision on excluding households who have been suggested as non-qualifying by the CWAC or the community after having counterchecked their information 

3. Monitoring the performance of CWACs

· Ensure that CWACs hand in their bimonthly monitoring report and react to problems stated in the report
· Carry out regular control visits to judge the performance of CWACs in the area of targeting, managing changes, monitoring and counseling
· Support CWACs in solving problems 

· Take note of and respond to any problems/difficulties experienced throughout and report to DSWO on a bimonthly basis in the monitoring form.

4. Take in complaints at community level

· Listen to and address problems and complaints launched by community members with respect to the scheme

· Refer cases which are not manageable at area level to the District Social Welfare Office
Pay Point Managers (PPMs)

PPMs are chosen jointly by the Department of Social Welfare and other Departments, which are represented in the communities such as Education and Health. PPMs are mainly responsible for:

1. Providing guidance to beneficiaries at the pay point

2. Being responsible for regular and timely pay outs of transfers

· Collect the cheque from the DSWO and cash it at the Bank and pay out the money on a bimonthly basis during the 3rd week of the month 

· Make sure that only the authorized beneficiaries or deputies collect the money and have them sign on the PPM report

· Fill in the PPM report

3. Being attentive to any problems arising in the payment process

· Inform CWACs about any problems experienced and about beneficiaries who did collect the transfers

4. Accounting for the transfers

· Hand in PPM reports to DSWO every other month

· Deposit the amount that has not been collected by beneficiary households 

· Report the explanation why a beneficiary household has not collected the transfer (to be provided by the CWAC)

5. Communicating with the DSWO on a regular basis

· Deliver any information and/or forms from and to the CWAC 
A more detailed description can be found in the guideline on roles and responsibilities of PPM.
Trainers

Trainers are chosen by the Department of Social Welfare. There are two trainers per ACC and they are drawn from the ACC itself, from the list of community development assistants or from anyone else who is qualified in the area. Trainers are mainly responsible for:

1. Being in charge of any trainings of the CWACs & ACCs

· Assemble training material on time
· Conduct trainings in their area with the help of the guidelines provided in the Manual as well as any assistance from the District Social Welfare Office that might be required
2. Guiding CWACs during ranking and community meetings 

· Attend the actual ranking, answer questions, verify the quality of application forms and point out any gaps or problems such as missing information on the application form, unspecific socio economic status etc.
· Clarify any open issues and answer questions during the community meeting and probe whether any non-qualifying households which are influential in the community are on the list

3. Exchanging information with the DSWO

· Update District Social Welfare Office after each training in case there were any problems/irregularities that are also relevant for other CWAC trainings or need to be taken up by the DSWO
· Exchange experiences during trainer meetings
District Social Welfare Office 
​​​​

The District Social Welfare Office includes the District Social Welfare Officer, at least one Assistant Social Welfare Officer and a scheme assistant. The District Social Welfare Office is mainly responsible for:

1. Being in charge of the functioning of the grassroots structures of PWAS

· Revitalize CWACs which are dysfunctional

· Partition CWACs that are too big and organizes new elections

· Dissolve CWACs which have not at all fulfilled their role or committed serious fraud in the targeting process

· Provide guidance on how to motivate CWACs

· Counsel CWACs in fulfilling their duties

· Ensure that CWACs are updated on a regular basis about latest developments, changes, and results from M&E etc.

2. Organizing ACC and CWAC trainings

· Design a training schedule for every month

· Make appointments for trainings

· Procure & prepare training kit as well as filing systems, training material and Manuals for the CWACs, ACCs and PPMs

· Counsel and ensure quality control of the training team

3. Verifying application forms
· Scrutinize all the application forms together with a DWAC and the respective CWAC representative and check whether households fulfil the basic entry criteria. 

· Take a final decision with the DWAC representative on approval or rejection of application forms, referring only critical cases to the DWAC.

4. Serving as a secretariat to the DWAC

· Organize DWAC meeting and make sure that DWAC members attend meetings regularly

· Take minutes during DWAC meetings

· Update the DWAC on any news and problems concerning the scheme

5. Dealing with the bank

· Collect and check the bimonthly bank statement in order to analyze and correct any consistencies

· Communicate to the bank manager in case any problems are faced 

6. Dealing with PPMs

· Strategize together with relevant departments such as the department of health and education on the choice of PPMs for a particular area

· Generate every other months new print-outs for PPM reports for all PPMs

· Collect every other month filled in PPM reports and check them for any inconsistencies or action not undertaken

· Pay out bimonthly allowance and transport refund

· Organizes the actual handing over whenever a PPM resigns

7. Reacting to changes in the household structure

· Enter any changes reported on the monitoring form into the database 
· Countercheck information for households who have been suggested as non-qualifying by ACCs or district stakeholders 

· Approve new households nominated bi-annually by CWACs to take up vacated places on scheme

8. Monitoring all processes related to the scheme & reacts quickly to sudden changes and problems faced 

· Carry out field visits: the DSWO goes out into the field every month in order to check whether CWACs & ACCs & Pay Points are working, to check and follow up irregularities and to ensure that beneficiary HH receive their transfer in full on a regular basis. 

· Listen to complaints & problems reported by CWACs, ACCs, PPMs and beneficiaries during field visits or through the monitoring reports and gives necessary advice. Problems that cannot be solved by the DSWO directly should be referred to the PSWO.

· Report all findings on the monitoring form: every other month, no later than by the 30th, the DSWO compiles an activity report that is the product of field visits made, conversations with CWAC & ACC members as well as PPMs in the office and of the analysis of the bank statement, financial reports from the pay points and any forms received or not received from the field

9. Handling the financial management

· Budget for bimonthly administrative costs - plans activities for the coming two months and makes sure that activities are budgeted for realistically and that the bimonthly budget stays within the ceiling of 15% over the year.

· Draw vouchers for administrative expenses as well as transfers

· Retire administrative as well as transfer receipts (PPM reports) together with accounting form ensuring that all expenses are accounted for and that activities were correctly budgeted for

· Enter all debits and credits into the cash book and makes sure that cash book and cash box balance and that the cash book tallies with the bank statement

10. Documenting and updating information on the cash transfer scheme

· Record and updates information on beneficiary households as well as CWACs and ACCs in the database
· Generate summary sheets, health, education and financial reports from the database
· Send bimonthly monitoring report to the PSWO & DSW HQ
11. Organizing advocacy activities at district level

· Organize national and international field visits by preparing logistics and briefing visitors about the scheme, success factors and challenges

· Sensitize and update district stakeholders about the SCTS
12. Planning systematically all activities necessary for the continuation, consolidation and potential extension of the scheme with support from DSW HQ
· Gradually integrate CWACs into the scheme – get information from new CWACs, determine their level of activism and prepare and train them for the scheme

· Enlarge the trainer pool

· Engage new PPMs

13. Collaborating with the PSWO & DSW HQ
· Contact the PSWO if there are any problems where the district needs support or clarifications
· Contact the accountant at provincial level if there are any questions concerning the budget or any issues concerning the receipts and the budgeting & accounting form 
· Contact the DSW HQ in case the collaboration with the PSWO does not work
A more detailed job description for the DSWO, ASWO and secretary can be found in the guideline on roles and responsibilities of the District Social Welfare Office.
District Welfare Assistance Committee

The District Welfare Assistance Committee (DWAC) membership consists of the (1) District Social Welfare Officer, (2) Representatives of government institutions, (3) Church Representatives, (4) Representative of the NGOs in the districts. The DWAC is mainly responsible for:

1. Assisting the District Social Welfare Officer to coordinate social welfare interventions in the district

2. Functioning as the last control level in the approval process 
· One DWAC member assists the DSWO in reviewing all application forms
· DWAC discusses critical cases and approves or rejects critical applications
3. Handling complaint management at district level

· Taking a final decision on households who have been suggested for exclusion
· Handling complaints at districts level and complaints which have been forwarded by ACCs.
4. Supporting and controlling the DSWO in its management functions 

· Scrutinize the bimonthly monitoring report of the DSWO and ask for clarifications or discuss any critical issues with the DSWO before signing the monitoring report 
· Propose follow ups and field visits
· Conduct monitoring visits
· Discuss and approve both administrative budget as well as transfers to beneficiary households during DWAC meetings
· Assist the District Social Welfare Office mobilize resources such as transport
Provincial Social Welfare Office (Provincial SW Office)
The Provincial SW Office includes the PSWO and two senior SW officers. The main tasks of the Provincial SW office are:

1. Being responsible for financial planning and management of regular transfers and administrative costs

· Approve funds for transfers and for administrative costs at district level

· Request DSW HQ to release funds for transfers and administrative costs in a timely manner

· Receive and comment on bimonthly budgeting and accounting reports and receipts and check them for accuracy and completeness

· Ensure that administrative costs are kept within reasonable limits (~15% average over the year)

· Forward the request and accounting report including receipts to accounts at HQ

2. Monitoring the management performance of the District Social Welfare Office
· Critically analyze the district monitoring report and take note of problems or issues that need closer follow up during the next visit

· Carry out a bimonthly performance check during which the officer in charge verifies whether 1) the district has fulfilled its monitoring role adequately, 2) the financial management is accurately done, 3) changes are processed on time, 3) the office management is up to standard (filing system in order, office supplies in stock), 4) the vehicle is properly managed, 5) the DWAC is fully functional, 6) other stakeholders are satisfied with the performance of the District Social Welfare Office.
· Go out into the field and talk to different stakeholders in the scheme, analyze the performance of the scheme, detect gaps, shortcomings and problems and guide the office in responding to them adequately
· Based on the incentive scheme check, determine the amount of the incentive bonus for the District Social Welfare Office
· Fill in the bimonthly monitoring report and send a copy to DSW HQ
3. Collaborating with DSW HQ in the area of capacity development

· Inform the DSW HQ of any important meetings or any problems where guidance from the national level is necessary, in particular with regard to any financial issues
· Assist DSW HQ in trainings and capacity building initiatives at all levels
4. Organize advocacy activities at provincial level

· Organize national and international field visits by preparing logistics and briefing visitors about the scheme, success factors and challenges

· Sensitize and update provincial stakeholders about the SCTS
5. Dealing with any human resource requirements such as replacing staff and filling vacancies
6. Supporting the implementation and roll out of the scheme 

· Support the District Social Welfare Office in the systematic planning of all activities necessary

· Sensitize new districts and guarantee information and experience sharing

· Participate in the training of district stakeholders

· Help to organize the training of trainers and ensure quality control

· Supply all the training material if logistically possible in the province town 

Department of Social Welfare Headquarters (DSW-HQ)
The Department of Social Welfare dealing with PWAS comprises the Director of Social Welfare, the Chief Social Welfare Officer, a Senior Social Welfare Officer and two Social Welfare Officers. The Department of Social Welfare is mainly responsible for:

1. Assuming overall responsibility for financial management in cooperation with the accounts unit at HQ

· Being responsible for the timely transfer of funds for transfers and administrative expenses from the main account in Lusaka to district and provincial accounts

· Ensure that all expenditure is accounted for, that all levels provide financial reports, retire the receipts and follow accounting procedures as laid out in this manual of operations.
· Whenever problems at provincial level are experienced, accountants from the DSW HQ assist in solving them 

2. Revising overall concept/approach after consultation and with input from stakeholders as time progresses 

· Hold regular review meetings to improve the design of the scheme
· Adjust the manual of the scheme accordingly

3. Coordinates and provides guidance on the implementation of the scheme
· Designs and plans the upscaling of the project to all five pilot districts and beyond

· Acquires reliable and long term funding from donors as well as government for the extension

· Coordinates donor efforts of upscaling the scheme to different districts. Ensures that donors work with existing structures and pursue a coherent and compatible approach

· Chairs and participates actively in the Technical Working Group on Social Assistance, creating a forum for exchange and discussion for the different stakeholders involved.

· Organizes capacity development measures in order to improve scheme management

4. Monitoring and evaluating the impact of the scheme 

· Assist in designing a future impact monitoring concept that can be managed by PWAS
· Peer-review impact studies commissioned by the TWG on Social Assistance
· Monitor impact indicators on a regular basis and report on them to interested cooperating partners, government agencies and other parties
· Use the data on impact to make any necessary adjustments to the scheme
5. Launching advocacy activities at national and international level for continuation and extension of scheme with sustainable funding

· Document publications and links to the SCTS
· Dissemination and updating of the documentary on the SCTS focusing on the latest developments and first M&E results

· Provide inputs into website that includes the most relevant information, all the papers and publications as well as contact information.

· Engage the media (newspaper, radio, TV) and spread information on the scheme nationally

· Engage all relevant ministries by providing them with information, updates and by reacting to their questions and concerns

· Organize field trips for national and international visitors

· Present the scheme at national and international conferences, workshops etc.

6. Guarantees coherence of the concept with national policies

· Integrate the cash transfer scheme into any relevant national policies
· Analyse as to how the cash transfer scheme and the existing PWAS system can be best married 

Technical Working Group on Social Assistance (TWG – SA)
Under the Sector Advisory Group on Social Protection, there is a particular Technical Working Group on Social Assistance, which is composed of (1) DSW (chair), (2) Planning Unit of MCDSS, (3) Cooperating Partners. The activities by the Technical Working Group are guided by an Implementation Framework on Upscaling Transfers as well as the accompanying action plan. 

The Technical Working Group meets in regular intervals (once a month) to discuss progress made in the pilots, research findings, advocacy activities, funding prospects and fundraising activities and way forward of social cash transfers.

1. Providing strategic direction for a national SCTS
· Support the lesson learning agenda and ensure lessons learnt are fed into future work

· Facilitate country-exchanges to discuss findings from other social cash transfer pilots

· Map out different options for a national programme and discuss the modalities with policy-makers

2. Coordinating activities of partners involved

· Ensure that the roles and responsibilities of different cooperating partners complement each other and assist government in the best way to implement the SCTS
3. Propose and carry out advocacy activities in cooperation with the TWG on advocacy 

· Sensitize key decision-makers as well as the general public on social cash transfers as one of Zambia’s social protection interventions

· Lobby for an increase in financial commitments to the SCTS
Cooperating partners

Cooperating partners consist of (1) local and international NGOs, (2) donors, (3) technical assistance providers. They can play the following roles in assisting government in the implementation process:

1. 
NGOs

· Participate in the coordinating committees at all levels

· Mobilize funds

· Participate in monitoring activities

· Offer complementary services to the scheme

· Share experience with similar interventions to the scheme in Zambia or other countries and help advance the lesson learning agenda

2. 
Donors

· Mobilize funds for transfers, studies and technical assistance

· Share experience with similar interventions to the scheme in Zambia or other countries and help advance the lesson learning agenda

3. 
Technical assistance providers

· Assist the Ministry in preparations, implementation and monitoring of the scheme

· Assist with training and sensitization sessions of the Ministry staff and stakeholders at regional, district and community level

· Facilitate regional lesson learning process

· Support a public information campaign and a national advocacy strategy

· Help revise structures and procedures of the scheme in light of lessons learned

· Render support to the management of the external M&E system 
B
Complementary programmes

“While social cash transfer programme has demonstrated remarkable success in reducing poverty in many developing countries, they are not in themselves a panacea for poverty reduction. They do not replace other development activities but rather serve as an essential element in a pro-poor strategy, effectively complementing other programmes’’.
 Social cash transfers both reinforce and are strengthened by successful delivery of complementary social interventions.

Given the above, all the stakeholders at different levels should coordinate with other programmes that will complement the cash transfer. The following is the suggested guide to coordinate these programmes at i.e. Technical Working Group level, at DWAC level and ACC / CWAC level:

TWG on Social Assistance

· Identification of  potential programmes to complement the cash transfer

· Development of conceptual framework for complementary programmes and graduation ladder

· Exploring the best way of harmonising these programmes to create strong linkages  and efficient use of resources

DWAC

· Creation of linkages of the identified programmes

· Interlinking databases at the District Social Welfare Office to have a single registry for all beneficiary households

· Organising information exchange workshops with other organisations implementing social protection programmes.

ACC / CWACs

· Identifying complementary programmes in operation

· Providing information to beneficiaries and DWACs

· Providing information on households in the community to organizations offering social protection interventions

C
Communication

Given the number of stakeholders involved in the implementation as well as coordination of the SCTS, good communication among the different actors is absolutely cardinal. 

1. Communication from headquarters is first channelled through to the provinces by phone, email, post or during monitoring visits. If the information is relevant for the DSWO, the PSWO forwards the information to the districts.

2. The PSWO packages all communication from the districts such as financial information and forwards it as a package to headquarters so that headquarters always receives complete information for a province and does not have to make any follow ups with districts itself.

3. For any questions concerning funding, accounting or any problems experienced on the ground with ACCs, CWACs, pay points or the bank, the DSWO contacts the PSWO and asks for assistance. The DSWO contacts headquarters whenever there is a problem in the communication with the PSWO, whenever it wants to propose conceptual changes to the scheme, the organization of field trips for headquarters, advocacy activities etc. 

4. ACCs and CWACs can channel most of the communication, in particular forms and the bimonthly monitoring report through the PPM since the PPM passes through the District Social Welfare Office every other month. ACCs and CWACs hand all forms, reports and letters to the PPM who has a designated folder before he/she goes to collect the money from the district town. Any information from the District Social Welfare Office to the ACCs and CWACs is transported in the same way with the help of the PPM. 

5. For cases of emergency that require direct assistance from the district level or for information that is confidential and should only be disclosed directly to the District Social Welfare Office, the ACC and CWAC are allowed to travel to the district capital and communicate in person to the District Social Welfare Office.  

	CHAPTER THREE

Targeting


This chapter describes the eligibility criteria of the scheme, explains how the cut-off point was arrived at and how it is applied and details the different steps as well as the timeline in the targeting process. 

	In Summary

· The scheme targets households who are destitute and incapacitated

· The official cut-off point in every community is 10%, while places from communities with fewer beneficiary households are redistributed to CWACs with more potential beneficiary households. 

· After informing the local authorities as well as the community about the scheme, the CWAC is trained in cash transfer management

· The CWAC identifies and interviews all destitute and incapacitated households in the community.

· The village Headperson / Section Chairperson/community leaders verifies that all information on the application forms is correct 

· The CWAC comes up with a ranking of all applicants, which is discussed and approved by the community in a meeting.

· The ACC verifies that all application forms are complete, correct and consistently filled in and checks physically for 10% of all application forms received whether the information on the application form is true.   

· The DSWO / DWAC with the assistance of CWAC representatives then scrutinize all application forms once more and ensure that all beneficiary households fulfil the eligibility criteria.

· DSWO informs the CWACs & ACCs of the final beneficiary list and CWACs inform approved and disapproved households.

Forms to be used

· Form 8: Inclusion of new CWAC / ACC

· Form 1: Application form

· Form 34: Information letter for beneficiary household

· Form 2: Summary report on beneficiary households (detailed)

· Form 35: Summary report on disapproved households (detailed)

Guidelines to be used

· Guideline for a first Visit to CWACs / ACCs

· Guideline for filling in the application form

· Guideline for Ranking Potential Beneficiaries

· Guideline for Conducting a Community Meeting 

· Guideline for the pre-DWAC meeting


· Guideline for Agenda Points of the DWAC meeting

· Guideline for Advising Successful and Unsuccessful Applicants
Background documents

· PWAS household survey 2003

· The incapacitated poor study 2005
· Checks & balances in the targeting system



A
Eligibility Criteria

The scheme targets households, which fulfil the following criteria:

1. 
Destitute: the household is extremely needy (hunger, malnourishment, begging) and is not certain to survive without external support, meaning for instance that the household does not have enough food, has inadequate shelter, household members wear rags and have nothing to cover up against the cold, there is no regular source of substantive income (business in town, renting out houses, regular support from relatives) and there are also no valuable assets which can be used to help them cope.

2. 
Incapacitated: the household does not have enough fit household members who can take care of the dependents. This is defined as 3 or more dependants for every fit member. (dependency ratio of 3). Whether someone is considered fit or unfit will be decided by the Community Welfare Assistance Committee (CWAC) members. A rough guideline is that a person who is a) younger than 19, b) older than 64 or c) 19-64 AND chronically sick, disabled or still school going is considered unfit.

The above mentioned eligibility criteria are necessary but not sufficient for inclusion into the scheme since the scheme has fixed a cap of 10%. In order to differentiate between households, questions on external support, assets, livelihood strategies, state of housing and clothing, possession of agricultural land, number of meals and on the problems the household faces are included on the application form.

B
Cut off Point

The rationale behind the cut off point is based on research conducted by the GTZ Social Safety Net Project as well as MCDSS and is used as a ceiling for the scheme.
 The research revealed that on average 10% of all households urgently require social assistance interventions. They are critically poor (surviving often on just one meal per day) and at the same time labour-constrained.

Therefore, based on the findings that 10% of all households in Zambia are incapacitated. The scheme therefore uses this percentage as a general cut-off point to facilitate the planning, budgeting as well as targeting in the communities. The 10% figure should however not prevent the CWAC from listing all households that have been identified as extremely needy and incapacitated, even beyond the 10% ceiling. All of these qualifying households will be entered into the database.

At the same time, if there are fewer households in a community who are extremely needy and incapacitated, the CWAC only enlists those households and does not try to reach the 10% cut-off point by all means. Whenever a CWAC targets fewer households because of the poverty situation in the community, it opens spaces for other qualifying households from other communities who have been excluded because of the 10% cut-off point. Those CWACs with the longest waiting list of potential beneficiary households from the same ACC are served first and beneficiary households are included in line with the ranking order. If two CWACs have the same number of households on the waiting list, the CWAC which has been incorporated first into the scheme, is prioritized. 

C
Targeting Process

1. Before the introduction of the scheme to a new area, the DSWO/trainer pays a courtesy to traditional/community leaders during which the traditional/community leaders are briefed on the rationale, the objectives and the entire set up of the scheme. Chapter I of the manual can be used as a guideline for this purpose. The DSWO/trainer should pay particular attention to explaining in detail the eligibility criteria, the targeting mechanism and the cut-off point. In this way, the traditional/community leaders can first of all actively participate in the verification of targeting choices by the CWAC and secondly, they can also attend to queries and complaints by the community with respect to the targeting choices. 

2. The trainer also uses this opportunity for a first meeting with the CWAC. Again the trainer quickly briefs the CWAC about the scheme, and gathers some information about the current status and functionality of the CWAC in Form 8 (see guideline for a first visit to CWACs / ACCs). If the CWAC is functional and has the right size (< 500 households) and therefore does not require any splitting or re-elections, the trainer fixes an appointment for a training in cash transfer management with this particular CWAC. If the CWAC has to be split, re-elected or has to receive a basic training in social welfare matters, the trainer communicates this to the DSWO, which makes appropriate arrangements before the cash transfer scheme is introduced.

3. Then a 3-day training in cash transfer management is organized for the CWAC, the headperson / section chairperson as well as the PPM. ACC members join the training in their respective CWAC (see chapter 10B). The training starts with a general information session about the cash transfer scheme on the rationale, the objectives and the entire set up of the scheme. The community including any civil society organizations, the church or government officials active in this community are invited to this session. Again, chapter 1 as well as the Summary Report will be used as guidelines for the information session. Posters for schools, health posts and other central places and flyers on the cash transfer scheme are distributed for sensitization purposes.

	Targeting Flow Chart 


















4. After the general introduction, participants are familiarized with the functioning of the scheme as well as their respective roles and responsibilities in the area of targeting, monitoring, coordinating, counselling and change management. At the end of the training, CWAC members establish a list of households who are potential candidates for the Scheme. They do that by listing the names of households (not individuals) that according to their knowledge fulfil the eligibility criteria of the scheme.
5. All households listed are visited by two CWAC members in order to verify whether the identified households meet the eligibility criteria. The CWAC members document the results of their visit by filling in an application form (see guideline for filling in an application form). After having filled in the application form, the CWAC members ask the respective household head to confirm with his/her signature that all information given is correct. The CWAC members who interviewed the household will sign afterwards, equally certifying that all information is correct and complete. Thereafter, the CWAC members bring the application forms to the village headperson / Section Chairperson who by signing also indicates that the information is correct. 

6. In a second meeting, the CWAC members together with the trainer discuss in detail the information collected from each household (see guideline on ranking potential beneficiaries). They do this by listing the names of the head of household and key information about the socio-economic status of this household on a blackboard or on flip chart paper. Households that are not incapacitated (who have household members fit for productive work and a dependency ratio under 3) and/or have valuable assets or a substantial amount of income on a regular basis should be deleted from the list before the ranking is started. Those households are informed and counselled by the CWAC after the ranking. The CWAC files their application forms separately in a different section in its CWAC file.  

7. After that, the CWAC members compare the different households and decide which households fall in the 10% most destitute and incapacitated category. In order to determine the 10% cut-off point, the CWAC divides the total number of households in their area by 10 (Example: 480 households divided by 10 equals 48). In this way, they arrive at the total number of households that can be included in the Scheme (in our example, 48). 

8. Households who meet the eligibility criteria but who are above the 10% limit are given ranks so that they can be included in the scheme during the approval process in the right order. CWAC members identify the neediest of all households who are above the 10% ceiling and give it rank(. The second neediest gets rank(. The next household gets rank ( until all households above the 10% mark have been ranked.

9. The CWAC then organises a community meeting chaired and moderated by the trainer/DSWO (see guideline for organizing a community meeting). This community meeting serves to reach consensus in the community on whether the CWAC ranking should be accepted or needs to be adjusted. At the beginning of the meeting, the trainer repeats the targeting process and also states clearly that the headmen, the CWAC members as well as well-off community members are not supposed to be targeted. The names of proposed beneficiary households are openly displayed and the CWAC gives the rationale why those households were selected in that particular order. In case the community meeting suggests that additional households should be considered, step 2 to 4 will have to be repeated for the additional households.  Another community meeting is, however, not required.

10. CWAC chairperson and Secretary document on the application for each and every applicant whether the household falls within the 10% category. For those who don’t fall into the 10% category, a specific rank is given. Then they submit all application forms to the ACC.

11. ACC Chairperson/Vice and Secretary check the application forms received from CWACs with regard to:

· Completeness

· Consistency

· Correctness

If they find any faults, they assist the CWACs to correct them. Furthermore the ACC verifies the information on at least 10% of all application forms received by visiting the potential beneficiary household and probing the information stated. All application forms which are correct and have passed the scrutiny test are signed by the ACC Chairperson, Vice or Secretary and forwarded to the DSWO.

12. After receiving application forms from an ACC, the DSWO together with a representative from the DWAC and a representative from the respective CWAC cross checks each application (see guideline for a pre-DWAC meeting) with regard to:

· Completeness and consistency

· Adherence to eligibility criteria
· Is the household incapacitated according to the dependency ratio?

· Is the household destitute according to the socio-economic situation of the household? (Does the household possess any valuable assets that disqualify the household as extremely needy? Does the household have a regular source of income?


While going through the application forms, the DSWO and DWAC representative can ask the CWAC representatives to shed light on imprecise application forms, to provide information that is not captured by the application form and to explain for instance why certain households are ranked higher than others. If the DSWO discovers that certain information is systematically missing, wrongly entered or not detailed enough, he/she might refer the application forms back to the CWAC for revision. Given that the CWAC representatives present at the meeting are mostly from the same area (CWACs in one ACC are trained around the same time), CWAC members are also encouraged to go through the application forms of other CWACs and act as peer reviewers. 

13. After the consultative process with a DWAC representative and the respective CWAC representatives, the DSWO indicates on the application form that he/she recommends the approval or disapproval of the application and both the DSWO and the DWAC representative sign.  In case of approval he/she also indicates on the application form whether the household should receive ZMK 40,000 (no children) or ZMK 50,000 (with children), when the payments will start and at which Pay Point. In case of disapproval, the DSWO states the reason for rejection equally on the application form.

14. DSWO informs the DWAC about the decisions taken and presents only those cases to the DWAC that need further discussion. The DWAC discusses those cases and decides on approval or rejection (see guideline for agenda points of the DWAC meeting). The respective forms are updated and signed by DSWO and DWAC chairperson during the meeting. The ASWO writes the minutes of the DWAC meeting
15. DSWO ensures that copies of all completed application forms are made, summary reports of approved and rejected households are generated from the database and sent to the respective stakeholders. The original application forms remain with the DSWO, while the other forms go to the following stakeholders:

CWAC

· Two sets of application forms - one copy for approved household and one copy for the 

· Summary report of approved households

· Summary report of disapproved households

ACCs & DWAC

· Summary report of approved households

· Summary report of disapproved households

In order to produce summary reports, all data about beneficiary households has to be entered into the database. While for beneficiary households the entire application form is entered into the database, only the details of the household head as well as the reason for rejection for disapproved households are entered. The data entry, the generation of summary reports as well as the photocopying should all be completed one week after the DWAC meeting. 

16. CWACs inform applicants on the results of the approval process and give them the letter of approval from the Department of Social Welfare. (see guideline on advising successful and unsuccessful applicants) They hand out a copy of the application form to all approved households and inform them on how to access the transfers. They also counsel those applicants who have not been approved, tell them the reason why they have not been approved as stated on the application form and – if possible – refer them to other programmes.

D
Timeline for the Targeting, Approval and Payment Process 


	Month A
	
	
	
	
	
	

	Last 2 weeks
	
	
	
	
	
	

	During the week
	
	
	
	
	
	

	TRAINING  
	
	
	
	
	
	

	6-8 trainings conducted
	
	
	
	
	
	

	
	
	
	
	
	
	

	Month B
	 
	 
	 
	 
	 
	 

	1st week
	2nd week
	3rd week
	4th week

	During the week
	Beginning of the week 
	End of the week 
	Beginning of the week 
	End of the week
	Beginning of the week
	End of the week

	INTERVIEWS
	RANKING  
	APPROVAL

	HH interviews carried out
	Ranking completed
	Community meeting held for verification of targeting choices
	Application forms submitted to ACC
	Application forms checked and submitted to DSWO
	Application forms reviewed in the pre-DWAC meeting
	DWAC meeting held

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	Month C
	
	
	

	1st week
	2nd week
	3rd week
	4th week
	
	
	

	During the week
	During the week
	
	
	

	INFORMATION
	
	
	

	Form 1 & 2 photocopied & distributed 
	Approved & disapproved HH informed
	
	
	

	
	Application forms are entered into the database
	
	
	

	
	Pay point managers reports generated which include payment orders 
	
	
	

	
	
	
	
	
	
	

	Month D
	
	
	
	
	
	

	2nd week
	
	
	
	
	
	

	End of 2nd week
	
	
	
	
	
	

	PAYMENT
	
	
	
	
	
	

	First transfer to beneficiary households paid out
	
	
	
	
	
	

	
	
	
	
	
	
	


	CHAPTER FOUR

Payment


This chapter details the transfer amount and explains how it was arrived at. It explains how money is paid out and what happens if the beneficiary households is unable to collect the transfer for him / herself or when the PPM is unable to pay out for a particular payment period.

	In Summary

· Beneficiary households without children get ZMK 40,000 while households with children receive ZMK 50,000.

· Money is paid out through pay points every other month by PPMs who are government employees.

· PPM collect the money from the bank and pay out during the 3rd week of the month.

· The CWAC monitors the payment process to ensure accountability.

· The PPM has to retire all funds at the end of the payment cycle. Any money not collected till then, will be retransferred into the main account.

· Both beneficiary households as well as PPMs are entitled to a deputy who will collect / pay out transfers on their behalf. 
Forms to be used

· Form 3: Agreement with PPM
· Form 7: PPM report

· Form 9: Deputy

· Form 4: Authorization of Assistant PPM
· Form 10: Drawers confirmation

Guidelines to be used

· Guideline on selecting PPMs
Background documents

· Checks & balances in the payment process



A
Transfer Amount


The monthly transfer for households approved by the scheme amounts to ZMK 40,000 for households without children and to ZMK 50,000 for households with children.
 The transfer is based on an annual average price of a 50kg bag of maize, which allows one additional meal per day for a six person household. The value of the transfer is monitored regularly to allow for inflationary increases at least every two years. The transfer does not lift the beneficiary households out of poverty but does attempt to lift them out of critical poverty. It aims to move them out of poverty in the longer run through the investment in the children of those households. 

The beneficiary households are free to spend the transfers in any way they want. The Scheme applies no conditions on how to use the transfers. It is up to beneficiary households to decide whether they want to consume, save or invest the money according to their needs and interests. The basic assumption of the Scheme is that poor people are not irresponsible and know best how precarious their situation is and what they need most in order to survive. At the same time, households are not supposed to misuse the transfer, meaning that money is spent on alcohol, gambling or is exclusively consumed by one household member. The transfer is meant to be for the entire household. 

B
Payment System

1. The transfers are distributed through pay points, which are usually established at schools or health posts in the different communities. The DSWO uses Form 3 to establish a pay point together with the Department of Education, Department of Health or other relevant Departments (see guideline on selecting PPM). PPMs, who are usually either government employed health workers or teachers, as well as their assistants are then trained in a short 1 day PPM training, organized by the DSWO. During this training they are familiarized with the procedures of the scheme as well as their role and they also receive all necessary materials.

2. Every other month PPMs then collect the money from the district and take it back to their respective community. They are supplied by the DSWO with a list of approved beneficiaries (Form 2). The list specifies the names of beneficiary households and their deputies, the NRC and the individual as well as the total amount to be paid out. This list is then also the basis, on which the DSWO raises a voucher and issues a cheque every other month to the PPMs. For the PPMs to cash in the cheque, the DSWO sends a withdrawal authorization to the bank, detailing the name of the pay point, the name & NRC of the PPM as well as the amount to be withdrawn (Form10).
3. It is very important for beneficiaries to access the transfers on time and on a regular basis. Therefore PPMs should collect and pay out the money during the 3rd week of the month. CWAC members assist the PPM then to inform the beneficiaries on which exact date the payment is carried out. If for some reason, the announced payment is delayed, the PPM also has to inform the beneficiaries in time with the help of CWAC members. 

4. On the announced pay day, beneficiaries or their deputies (see section C) collect their transfers from the pay point. On the pay day, each beneficiary/deputy has to identify himself (herself) with a National Registration Card (NRC) and has to sign on Form 7 that he/she has received the money. The way of signing – either signing or using a thumbprint - should be consistent over time so that the District Social Welfare Office can monitor whether the actual beneficiary households received the money.

5. The PPM will keep all the transfers for collection up to the time he/she travels again to the district for the collection of the next transfers. After that he/she retires uncollected transfers to the DWAC account. In order to retire the transfers, the PPM indicates the amount received for the respective month and also the amount that was retransferred to the main account at district level on Form 7. Those households who did not collect their transfers are equally listed and an explanation is given why a particular household failed to collect the transfer.

6. In order to monitor that all beneficiary households get their transfers, a member from the CWAC has to be present on the pay day and confirms with his/her signature on Form 7 that the payment process went smoothly. 

C
Deputies 

Deputy system for Households

1. In order to keep the Scheme administration as simple and transparent as possible, payments should, whenever possible, be collected by the heads of the beneficiary households in person. There are however several instances where it becomes difficult for the household head to collect the money at the pay point. The household head could for instance fall sick for some time, be away during the time of the payment or he/she might just be too weak to travel the distance to the pay point.
2. In order to reduce the likelihood of household heads not being able to collect their transfer because they fall permanently sick or are too old to travel the distance, the CWAC members should ensure in the first place that they don’t enlist a very sick or very old person as the household head whenever the household has a healthier or younger member who could take over the functions as a household head responsibly.

3. To cater for all other household heads who either fall sick unexpectedly or don’t have another household member who could be enlisted as the household head, the beneficiary households have the option to appoint a deputy. This deputy is entitled to collect the transfer at the pay point during times when the household head is unable to. The name of the deputy should be filled in on the application form or on Form 9 if a deputy is included at a later stage. 

4. The deputy should:

· be either a household or a trusted community member (in case the household does not have anyone else in the household who is able to pick up the money)

· be at least 16 years old and have a NRC card.

· be allowed to serve as a deputy for up to two households. 

· not be a CWAC member since this would hamper the CWAC in its role to monitor the entire process and detect instances of fraud.

· not be a Headperson / Section Chairperson because he/she is part of the system and needs to preside over community conflicts.

5. The appointment of a deputy is permanent. Only in case of fraud on the part of the deputy or when the deputy is no longer available, is it possible to replace him/her after consultation with the CWAC. In such an exceptional case, the CWAC uses Form 9 to state the reason why a deputy is dismissed and also whether the household wishes to appoint another deputy.  

6. Since the introduction of a deputy involves the risk of fraud, the deputy system should be closely monitored by CWACs and PPMs. Any problems observed by CWACs and PPMs that cannot be solved on the ground should be reported to the DSWO immediately. 

Deputy system for PPM

1. Every PPM should have an assistant, working for the same department just in case the PPM cannot pay out the money for a certain period.  The assistant is appointed by the PPM and should be a person that is in close contact with the PPM so that a smooth handing over in cases of absence is guaranteed. In most cases, a PPM can ask for instance his/her deputy to be an assistant PPM. The assistant equally enters into an agreement with the DWAC using Form 3.
2. In case of foreseeable absence, the PPM has to fill in Form 4 and send his/her deputy with this form to the District Social Welfare Office. Form 4 authorizes the assistant PPM to take over the functions of the PPM for a particular time period. 

	CHAPTER FIVE

Change Management


This chapter gives instructions as to how to deal with changes at household level and how to exchange deputies for households as well as for pay points. It also describes the retargeting process and explains how households will graduate over time.

	In Summary

· Whenever a household dissolves or moves out of the social cash transfer area, transfers are discontinued and the next-of-kin receives the last payment.
· Whenever a household head changes, the situation of the household is reviewed and the DSWO decides whether transfers are continued or discontinued. 
· The CWACs have an opportunity to nominate new potential households for any spaces opened up twice a year, in January as well as July. 

· Every three years a new targeting is carried out to pay tribute to changes within beneficiary households and within the community.
· Only when a decision has been taken to take existing households off the scheme, new households can be included. 

· All households who have graduated from the scheme receive a bonus of ZMK 500,000, which is paid out in two tranches upon attaining a business training

· Deputies for households as well as for PPM can be changed if need arises. 

Forms to be used

· Form 36: Information letter for graduated households

· Form 9: Deputy form

· Form 5: Change of PPM




A
Managing household changes

1. Changes in the household structure occur on an ongoing basis. A household might dissolve, leave the catchment area or continue under a new household head. The CWAC has to inform the DSWO immediately through the monitoring form about those changes. Depending on the household situation, the DSWO together with the DWAC then decides whether transfers are continued or discontinued. There are different possible scenarios:

· Transfers are continued when the household continues to exist under a new household head and the household according to the application form (Form 1) is still deemed to fulfil the eligibility criteria. 

· Transfers are continued when the household leaves the original CWAC but moves to another CWAC that is part of the SCTS. Payments will be made through the new pay point.

· Transfers are discontinued, if the household dissolves, moves out of the catchment area or is no longer eligible under the new household head. The next-of-kin stated on the application form receives the last payment. 

2. In case transfers for a household are discontinued, the CWAC has the chance twice a year in January and July to take other incapacitated households in the community onto the scheme to fill the open spaces. For the identification of these households, the same targeting procedures as before are followed. CWACs identify additional households, present them to the community and forward them through the ACC to the District Social Welfare Office. There is however no need for the extensive pre-DWAC meeting where the CWAC members are consulted on the proposed beneficiary households.
3. All changes are immediately entered into the database. The pay point receives an updated financial report for the next payment. The CWAC gets an updated detailed summary list of approved households every other month. The Provincial SW Office and ACC get an aggregate updated summary list of approved beneficiary households every 6 months. 

B
Retargeting and graduation

1. Over time, the social situation of a community can change. Some households may migrate or dissolve. New households come up. The degree of poverty and destitution of some households change. For this reason, the targeting and ranking will be updated every three years. Retargeting is not done more frequently as beneficiary households are not likely to graduate soon from the programme given their limited productive potential and their poverty status. In addition, a retargeting every three years reduces the administrative burden on the scheme.

2. Retargeting starts with a retraining of all CWAC and ACC members, local leadership as well as PPMs in one ACC (see guideline for retraining). The trainer has to reemphasize that all households – old beneficiary households as well as potential new households – have to be interviewed and new application forms have to be filled in.

3. After being trained, the CWACs then have to follow basically the same procedures, which they have used already for the initial targeting process (Chapter 3 of the Manual). As a first step, the CWAC first lists all the current beneficiaries of the Scheme and then all other households in the community who have become potential candidates for the Scheme. Both, the existing as well as potentially new households for the cash transfer scheme are interviewed.

4. New households can only be included if a decision has been taken to exclude any of the existing beneficiary households. Beneficiary households mainly graduate because of household structure changes that occurred over the course of the years: children have turned into adults, the main breadwinner(s) recovered from a serious sickness, new productive household members might have joined the household. As a result, there might be now a sufficient number of household members fit for productive work. Consequently, transfers for these households can be phased out. 

5. Other households are just a little bit better off than three years ago but have not improved enough to sustain their livelihoods. If the improvement is mainly due to spending the transfers wisely, then this household should not be punished for it and taken off the scheme. Withdrawing the transfers could signal that it is better to use transfers exclusively for consumption and not for investment in seeds, small animals, etc as this could result in losing the transfers. Consequently, transfers for these households should not be immediately discontinued but these households should be allowed to stay on the scheme at least till the next retargeting. 

6. After having analysed each individual case and having screened the new application forms, the CWAC decides whom among the new applicants belongs to the 10% most destitute and ranks all new households who are below the 10% mark. The new list may contain current beneficiary households as well as new candidates. Households identified as non-qualifying or no longer deserving, who are not included on the new list, are informed and counselled directly by the CWAC. Their application forms are filed in a designated section in the CWAC binder. The ranking is then presented at the community meeting and through the ACC finally approved at district level, following the same procedures as in the original targeting.

7. In order not to discourage households from improving the situation of the household eventually, a bonus of ZMK 500,000 is paid out to all households who have graduated. Since it is assumed that the household has regained some productive capacity, this amount can for instance be used for small investments. The bonus is paid out in two instalments and only in case the household has participated in a business training. The business training will be organized by the DSW HQ and teaches graduated households basic business skills. 

8. As soon as the final decision on approval or disapproval has been taken, the CWAC needs to inform all households who have been approved and in particular those for which transfers will be discontinued. Households for whom transfers are discontinued receive a letter from the DSWO stating the reason why the household is considered to have graduated from the scheme and what the household is entitled to. The CWAC should read out the letter to those household heads who are illiterate, congratulate the household on having managed to improve its well being and if possible, refer the household to other programs.

C
Changing the deputy and PPM
Change of PPM

In case of a change in staff at a Pay Point, Form 5 is used. The official handing over takes place in the District Social Welfare Office where the PPM’s file is checked for completeness, missing forms are replaced and the new PPM is briefed about his/her new functions. The DSWO makes sure that the new PPM is well informed and capable of fulfilling his/her tasks. The new PPM confirms on Form 5 that he/she has received all the necessary information and agrees to adhere to the rules spelled out in the Agreement (Form 3). 

Change of deputy for household

The appointment of a deputy is permanent, meaning that it cannot be exchanged every other month. Only in case of fraud on the part of the deputy or when the deputy is no longer available, is it possible to replace him/her after consultation with the CWAC. In such an exceptional case, the CWAC uses the deputy form (Form 8) to state the reason why a deputy is dismissed and also whether the household wishes to appoint another deputy.  

	CHAPTER SIX

Financial Management


This chapter gives an overview of the costs of the scheme. It outlines the budgeting process at different levels and gives guidance on how and when financial reports and receipts have to be retired. The chapter also presents the performance based incentive scheme for the voluntary structures under the Public Welfare Assistance Scheme as well as for the District Social Welfare Office.

	In summary

· There is a common account for government as well as donor money at headquarters

· Money for transfers and administrative costs at district, provincial and national level is disbursed bimonthly upon the timely retirement of previous funds

· There is a separate account for transfers and administrative expenses at district level and money is transferred directly from headquarters 

· Even though PWAS is a voluntary structure, the scheme provides small incentives

· The District Social Welfare Office receives a performance-based incentive

Forms to be used

· Form 17: Budgeting & Accounting at district level

· Form 18: Budgeting & Accounting at provincial level

· Form 19: Budgeting & Accounting at national level

· Form 20: Summary of financial requests for districts

· Form 21: Summary of financial requests for provinces & HQ

· Form 22: Funding request from cooperating partners

· Form 23: Electronic cash book

· Form 24: Bank reconciliation 

Guidelines to be used

· Guideline on how to fill in the budgeting & accounting form
· Guideline on how to do a bank reconciliation

· Guideline on checking on PPM reports

· Guideline on timeline for financial procedures




A
Overview of the costs of the scheme for a bimonthly period
A household approved for the scheme receives ZMK 40,000 per month, while households with children receive ZMK 50,000 per month. As estimated 75% of beneficiary households have children, the average transfer amounts to ZMK 47,500 or ZMK 570,000 per year. Assuming that there are approximately 3500 households for a fully scaled up scheme in a district, the costs for transfers amount to ZMK 332,500,000 million for a bimonthly period. The administrative costs for delivery of the transfers for two months amounts to ZMK 53,500,000 million which is equivalent to an average of 14% for the starting up costs and ZMK 28,800,000 million about 8% for the running costs, which according to experience in Kalomo district seems realistic. The total costs per district would amount to ZMK 386,000,000 million for the start up costs and ZMK 361,300,000 million for the running costs. 

	District
	
	
	

	
	
	
	

	Cost Items
	Start up costs
	Running costs
	Running costs + Training

	Targeting / Training
	21,000,000
	
	80,000,000

	Monitoring
	3,000,000
	2,400,000
	3,400,000

	Payment
	12,500,000
	12,500,000
	12,500,000

	Additional staff costs
	7,300,000
	6,300,000
	6,300,000

	Transport
	6,000,000
	5,300,000
	6,000,000

	Office
	3,700,000
	2,300,000
	2,300,000

	Total administration costs district
	53,500,000
	28,800,000
	110,500,000

	Average transfers of ZM K 47500 for 3500 beneficiary households
	332,500,000
	332,500,000
	332,500,000

	Total costs
	386,000,000
	361,300,000
	443,000,000

	% Administrative costs
	13.9%
	8.0%
	24.9%

	
	
	
	

	Province
	
	
	

	
	
	
	

	Cost Items
	Start up costs
	Running costs
	Running costs + Training

	Targeting / Training
	
	
	10,000,000

	Monitoring
	3,600,000
	3,600,000
	5,900,000

	Additional staff costs
	7,200,000
	7,200,000
	7,200,000

	Transport
	7,600,000
	7,600,000
	7,600,000

	Office
	2,100,000
	2,100,000
	2,100,000

	Total administration costs Province
	20,500,000
	20,500,000
	32,800,000

	Total admin costs Districts / Province
	448,500,000
	250,900,000
	916,800,000

	Total costs transfers Districts
	2,660,000,000
	2,660,000,000
	2,660,000,000

	Grand total Province
	3,108,500,000
	2,910,900,000
	3,576,800,000

	% Administrative costs
	14.4%
	8.6%
	25.6%

	
	
	
	

	HQ
	
	
	

	
	
	
	

	Cost Items
	Start up costs
	Running costs
	Running costs + Training

	Targeting / Training
	155,000,000
	
	11,200,000

	Monitoring
	8,900,000
	8,900,000
	8,900,000

	Additional staff costs
	
	
	

	Transport
	4,600,000
	4,600,000
	4,600,000

	Office
	2,100,000
	2,100,000
	2,100,000

	Total administration costs HQ
	170,600,000
	15,600,000
	26,800,000

	Total admin costs Districts / Provinces / HQ
	4,207,100,000
	2,273,700,000
	8,278,000,000

	Total costs transfers Districts
	23,940,000,000
	23,940,000,000
	23,940,000,000

	Grand total country
	28,147,100,000
	26,213,700,000
	32,218,000,000

	% Administrative costs
	14.9%
	8.7%
	25.7%


B
Planning and Budgeting

Funds are wired every other month from headquarters directly to 1) the two district accounts: one for transfers and the other for administrative expenses, 2) the province account for administrative expenses, 3) the headquarters account for administrative expenses. 

Budgeting at district level 

1. The province receives the requests from districts for funding administrative costs and transfers from all the districts implementing SCTS by the 1st of the month before the next financial period starts (see guideline for filling in the budgeting & accounting form). The districts draw up budgets for the next 4 months (two bimonthly budgets). In order to determine the actual cash input needed, the districts factor in the balance from the previous financial period. The PSWO then checks the request and ensures that the request is reasonable, covers all key activities in the scheme and is in line with previous average expenditures. All expenditure items, which exceed ZMK 3.5 million as a unit cost, have to be authorized by DSW HQ. After the PSWO has checked and is satisfied, he / she approves the budget and forwards the requests in a summarized form to accounts at headquarters no later than by the 15th of the same month. 

2. The Department of Social Welfare then requests additional resources needed from cooperating partners, which are supposed to release the funding no later than by the end of the month. No later than by the 10th of the following month accounts should have transferred the money to the district. There are two bank accounts into which money is disbursed at district level: one bank account for transfers out of which the pay points are directly paid and one for administrative costs.

3. Disbursements are made on a bimonthly rhythm to guarantee accountability and transparency. For the next tranche to be disbursed, all outstanding receipts from the previous financial period (not the 4 months period that is ongoing) have to be retired on time. If one or more districts do not retire on time, disbursements will still be made for other districts. Districts have an opportunity to readjust the budget for the second 2-months period depending on whether the activities have changed. The budget would have to be sent to the province no later than by the 15th of the month before the next 2-months period starts. Accounts sends the second tranche of money latest by the end of the month.
Budgeting at provincial level 

The provincial level equally has to hand in two bimonthly budgets for administrative expenses by the first of the month preceeding the next financial period. The Director of Social Welfare approves the budget not later than by the 15th of the same month. As with the districts, accounts sends the money not later than by the 10th of the following month, after funding from cooperating partners has come in. There is one account for administrative costs at provincial level into which funds are disbursed. Again, disbursements are made bimonthly, depending on the retirement of receipts from the previous financial period. 

Budgeting at headquarters level 

The national level also has to hand in two bimonthly budgets for administrative expenses by the first of the month preceding the next financial period. Again, the Director of Social Welfare approves the budget not later than by the 15th of the same month and accounts gives instructions to the bank to transfer the money no later than by the 10th of the following month after the funding from cooperating partners have come in. There is a separate account for administrative costs at national level into which funds are disbursed. Disbursements are made bimonthly, depending on the timely retirement of receipts and money is disbursed into an account for administrative expenses. 

Funding from cooperating partners

There is a common fund and bank account for resources from government and cooperating partners for the SCTS. Funding from cooperating partners is requested for a 4-months period by DSW HQ. A request to cooperating partners is made no later than by the 15th of the month preceding the financial period. Donors are then requested to transfer funds into the joint account no later than by the end of this particular month. Disbursement of the money from cooperating partners hinges on the retirement of receipts. MCDSS is not requested to retire all receipts of the previous financial period as this would delay the transfers. They only have to retire receipts up to the first 2-months period of the last financial period.  

	Timeline for budgeting

· Budgets are drawn up for 4 months (2 bimonthly budgets) by the 1st of the preceding month 

· Budgets are checked and approved by the 15th of the preceding month

· Financial request is made to donors by the 16th of the preceding month

· Money from donors is transferred no later than by the end of the month into joint account.

· Money for the first two-month period is transferred by accounts to districts, provinces  & HQ no later than by the 10th of the first month of the 4 months period

· Budgets for the 2nd two-month period are revised by the 15th of the 2nd month

· Revised budgets are checked and approved by the 22nd of the 2nd month

· Money for the second two-month period is transferred by account to districts, provinces & HQ no later than by the end of the month

For a detailed timetable, see guideline on timetable for financial procedures.



Flow of funds




C
Accounting

Accounting for Transfers

In order to account for transfers, the DSWO has to provide the following documentation:

1. The vouchers raised for each and every transfer to the different pay points, signed by both the DSWO as well as the PPM and certified by the DWAC minutes of the meeting where those beneficiary households were approved.

2. PPM reports (see guideline on checking PPM reports) indicating
· the period and amount in which the cheque for the respective Pay Point was issued, 

· Names, NRC as well as signatures of beneficiary households or their deputies who have collected the money 

· Names and NRC of households who have not collected the transfers yet, the reason for non-collection and the amount re-deposited into the main account, 

· Comment by the CWAC on the payment process

3. A cash book, indicating all transfers made to the different pay points as well as re-deposits from the different PPMs. Form 23 serves as a template for an electronic cash book. 
4. A cheque book, equally indicating the balance on the transfer account as well as cheque register, which confirms that PPMs have collected the cheques.
5. The monthly bank statement for the cash transfer account at district level. These Bank Statements show:

· The amounts transferred to the Cash Transfer District Account by headquarters

· The amounts transferred to the PPMs

· The amounts re-deposited by the PPMs into the main account in case beneficiaries did not claim transfers 

6. A bank reconciliation sheet (Form 24), prepared and signed at the end of the month, which analyzes whether the cash book and the monthly bank statement are consistent (see guideline on how to do a bank reconciliation). 
7. Form 17, which was previously used for the financial planning for a particular time period (see guideline for filling in the budgeting & accounting form). This allows the DSWO as well as the PSWO to compare how well the office has budgeted and gives some indications for future budgeting.
The originals of the PPM reports as well as the monthly bank statement for the cash transfer account remain at the District Social Welfare Office. The PSWO is provided with a copy of all PPM reports as well as the monthly bank statement, which the PSWO after checking forwards to accounts at HQ.

Accounting for administrative costs at district level

The advance received for administrative costs is exclusively granted for administrative activities related to the Scheme. The DSWO is held responsible for meeting this condition.  He/she cannot exceed the costs approved by PSWO (on Form 17) without prior consent of the PSW office. He/she also should not exceed the unit costs indicated in Form 17 (like ZMK 30,000 allowance for participants per day of training, ZMK 50,000 for trainers, etc).

In order to account for transfers, the DSWO has to provide the following documentation:

1. The vouchers raised for administrative expenses, certified by the DWAC. The minutes of the meeting during which the administrative budget was presented and discussed can be used as a reference.

2. For all expenses incurred, the DSWO has to collect proper receipts specifying:

· That the receipt is addressed to Department of Social Welfare

· The amounts received in numbers

· The specific product or services supplied

· Date and location

· Name, address and signature of receiver

For allowances paid, a list with names, NRC, addresses, amounts paid, signatures and dates can be used. When retiring, the receipts have to be structured according to the cost items in Form 17. Within each category of cost items, the receipts have to be sorted in a chronological order (by date) and then glued on A4 paper.

3. For any cheques issued for administration, the District keeps a cheque registrar, where supplies of goods and services confirm the receipt of the cheque. 

4. In addition to collecting receipts, the DSWO has to administer a cash book for administrative receipts. In the cash book, he/she will enter the money received in the administrative account and all payments for the Scheme giving:

· Date

· Item procured

· Supplier

· Amount paid

The DSWO will balance the cash book on a monthly basis. The balance has to match the amount of cash in the cash box. Any DWAC member, representative from the Provincial SW Office or representative from the Department of Social Welfare have the right to inspect the cash book as well as cash box at any time.

5. Every month, the DSWO collects a bank statement and equal to the transfer account, the DSWO has to carry out a bank reconciliation every month for the administrative account as well (Form 24), which analyzes whether the cash book and the bank statement are consistent (see guideline on how to do a bank reconciliation).

6. Form 17, which was previously used for the financial planning for a particular time period (see guideline for filling in the budgeting & accounting form). This allows the DSWO as well as the PSWO to compare how well the office has budgeted and gives some indications for future budgeting for administration. 

The completed reporting Form 17 plus copies of the original receipts have to be retired to the PSWO latest by the 22nd of the month following the 2-months financial period. The DSWO keeps a copy of Form 17 as well as the original for all receipts. The accountant at provincial level checks the reported expenses and the receipts item by item and accepts the report if costs are within the limits of the approved activities and if deviations from the original budget have an acceptable explanation. The retirement should be checked and approved no later than by the 5th of the following month. The PSWO then forwards copies of Form 17 and all receipts to accounts at HQ, which has another 10 days to check the receipts as well.
Accounting for administrative costs at provincial & HQ level

The same procedures for the retirement of administrative costs as stipulated under bullet points 1-5 for district also apply to the Province as well as to the Department of Social Welfare at HQ. The only difference is that both Province as well as the DSW at HQ report directly to accounts at HQ. The copies of the receipts plus Form 18 for the province and Form 19 for HQ will be sent to accounts latest by the 22nd of the month following the 2-months financial period. The Province as well as Department of Social Welfare will both remain with copies of Form 15 and Form 16 respectively as well as the receipts. Accounts at HQ has to check and approve the retirement of receipts latest by the 5th of the following month.

	Timeline for accounting

· Retirements for the past 2 months period are prepared by the 21st of the following month and they are sent off latest by the 22nd 

· The province checks and approves district receipts by the 5th of the following month; HQ equally checks and approves the receipts by the province and DSW HQ by the 5th. 

· Receipts and financial reports from the districts are sent to accounts on the 6th
· Accounts can verify the province’s approval of district till the 16th
· Accounts provides a financial statement to donors by the 16th for the past 4 months
For a detailed timetable, see guideline on timetable for financial procedures.



Retirement to donors

As stated earlier, disbursement of the money from cooperating partners hinges on the retirement of receipts. MCDSS only has to retire receipts up to the first 2-months period of the last financial period.  Every four months, MCDSS has to report to cooperating partners the financial status of the scheme including retirements and requests for the next financial period on Form 22.  

D
Allowances

	Received by
	Justification
	Amount in ZMK

	Participants in the CWAC/ACC training
	Travel expense
	30,000 per day of training including lunch

	ACC and CWAC members
	Trips to the district town to participate in the DSWO/DWAC meeting and to submit forms that cannot be channelled through the PPM. No other trips are refundable unless they are absolutely essential for the functioning of the scheme.
	Refund of actual transport costs

	
	Overnight allowance if need occurs (only with permission of the DSWO)
	150,000 per night

	ACC trainers
	For each CWAC/ACC training (only one trainer)
	50,000 per day of training

	
	For trips to attend the ranking or to attend a community meeting.
	

	
	Overnight allowance if need occurs (only with permission of the DSWO)
	150,000 per night

	PPMs
	Bimonthly collection of transfers and financial administration
	50,000 plus transport refund

	District Social Welfare Officers and DWAC members
	Trips to a CWAC training workshop, a ranking or a community meeting or doing control visits if they are out of the district town for more than 8 hours.
	50,000

	Officers from the district, province & HQ
	Monitoring / training activities
	Government subsistence allowance depending on the grade ie 275,000, 285,000 and 295,000 per night plus transport refund


The DSWO has no permission to pay allowances or transport refund for any other type of activities except for those listed above.  He/she will have to refuse to refund travel costs for ACC and CWAC members who come to his/her office if these trips are not absolutely necessary as specified above. In line with government regulations, no sitting allowances will be paid. Invitation letters to meetings, workshops or trainings always have to indicate clearly if allowances or transport refunds are paid and what amounts will be paid.

E
Incentives

Incentives for voluntary structures

1. The success of the scheme depends to a large extent on the work of the grassroots structures since 

· They are targeting and counselling beneficiary households, managing changes in the household structures, monitoring PPMs as well as beneficiary households and;

· They are the first ones to solve or report problems. 

Even though ACCs and CWACs are voluntary structures within the PWAS and they pursue the mission to support the community, in particular the most vulnerable, the scheme needs to ensure that those structures stay motivated over time and that they do not incur any additional costs for operating next to their time and efforts.

2. For CWACs to carry out their work effectively, they will be provided with the following items at the inception of the scheme:
· Two bicycles per CWAC, which are to be used for cash transfer scheme related activities.

· A badge for each and every CWAC member stating name of the member, name of the CWAC and the PWAS logo

· A T-shirt for each and every CWAC member

3. For management purposes, every CWAC & ACC will receive an administrative budget. This will allow the committee to maintain the bicycle, to buy stationery and pens and to also buy some drinks and snacks during the meeting.  The treasurer of the CWACs and ACCs will receive ZMK 50,000 every other month, provided that the CWACs / ACCs have handed in their monitoring report to the district. CWACs and ACCs should keep record of how they are spending the money; they will however not be asked to retire any receipts at the end.

Incentives for the DSWO 

1. The management of a SCTS demands commitment, good management skills and professionalism. Since many social welfare officers do not have any experience in running a complex scheme next to other PWAS activities, it is even more important that officers stay motivated, committed and eager to learn and progress. Due to the fact that government up till now has limited means of rewarding good performance and sanctioning underperformance, it was decided to put in place an incentive scheme for officers.

2. The incentive scheme for officers focuses on the fulfilment of core functions that are crucial for the smooth running of PWAS in general (ordinary PWAS and social cash transfers). Those core functions consist of ensuring that the money is paid out in full and on a regular basis, that funds are properly managed and accounted for, that monitoring of all activities is carried out regularly and problems arising with pay points, CWACs and ACCs are responded to in due time. 

3. Through the bimonthly monitoring visit, the PSWO verifies whether those core functions have been fulfilled. His/her findings are noted on the monitoring form. As a next step, the PSWO determines how many points out of a fixed number the District Social Welfare Office should be rewarded for each activity.  He/she then calculates how many points out of a 100 the District Social Welfare Office has reached for the different activities. If the District Social Welfare Office has reached 86-100 points, the full amount of the bonus is paid out. If the office has reached 70-85 points, half of the bonus is rewarded. Any points below 70 means that the performance has not been satisfactory enough to reward a bonus.

4. Before he/she pays out the bonus, the PSWO discusses his/her findings with the District Social Welfare Office and allows the office to comment on it. The District Social Welfare Office has thus the chance to explain and justify for instance why certain functions had not been fulfilled. After the discussion, the DSWO, the ASWO and the scheme assistant receive the bonus. In case the full bonus is rewarded, the DSWO receives 400,000 ZMK, the ASWO 300,000 ZMK and the scheme assistant 200,000 ZMK for the past two months. The DSWO provides comments if desired and then signs the score sheet as a receipt. The original of this score sheet has to go to the PSWO for accounting purposes, with copies remaining at the District Social Welfare Office and going to the DSW HQ in Lusaka.

	CHAPTER SEVEN

Information Management


This chapter describes which information is collected through the scheme and which reports have to be produced by different stakeholders at a given moment in time. It also outlines the filing system at different levels and explains the use of the database. 

	In summary

· Different reports on beneficiary characteristics, their health and education status and finances are generated on a regular basis for different stakeholders

· All levels have filing systems where the most important information is stored

· Information on beneficiary households and finances is managed with the help of a database, which helps to generate beneficiary lists for payments, summary reports etc.
Forms to be used

· Form 25: 
Beneficiary statistics report – aggregate ACC version

· Form 26: 
Beneficiary statistics report – aggregate district version

· Form 27: 
Beneficiary statistics report – aggregate province version

· Form 28: 
Disapproved households report – aggregate version

· Form 29:
Education report – detailed version

· Form 30:
Education report – aggregate version

· Form 31: 
Health report – aggregate version

· Form 32: 
Financial report – detailed version

· Form 33: 
Financial report – aggregate version

Background documents/sample of database
· User guide for the database

· Prototype for the database




A
Information needs and reporting requirements

Appropriate and effective information management systems provide an essential tool in implementing a successful SCTS. There are a certain number of reports about beneficiary statistics & characteristics, financial and monitoring information, which are useful for different stakeholders to manage and advocate for the scheme properly.

Beneficiary numbers & household characteristics

	Stakeholder
	Report to be received
	Time

	CWAC
	Detailed beneficiary statistics (Form 2)
	1st of Jan, March, July & Nov

	ACC
	Aggregate beneficiary statistics (Form 25) 
	1st of Feb & Aug

	District
	Beneficiary statistics - detailed (Form 2) & aggregate (Form 26)
	1st of Feb & Aug

	Province 
	Aggregate beneficiary statistics (Form 27)
	1st of Feb & Aug

	HQ
	Aggregate beneficiary statistics (Form 26 & Form 27)
	1st of Feb & Aug


The CWAC gets a detailed summary report on beneficiary statistics (Form 2) every other month that provides an overview of population statistics including the approval rate and a summary of characteristics of each and every beneficiary household. The ACC gets an aggregate summary sheet (Form 25) twice a year. All summary sheets are automatically generated from the database.
The DSWO also gets a detailed summary sheet (Form 2) as well as an aggregate summary sheet listing averages for the different communities and the ACC (Form 25). Detailed summary sheets are automatically generated from the database and are printed out once a year. Aggregate summary sheets are printed out twice a year and they are distributed during meetings of the District Welfare Assistance Committee with copies going to the District Commissioner, Departments of Education and Health as well as to the Council.

The province, national level and other ministries and agencies get a breakdown by district (Form 26) and province (Form 27). These summary reports are printed out every six months and at national level, they are distributed during Technical Working Group as well as Sector Advisory Group meetings. 

Education reports

	Stakeholder
	Report to be received
	Time

	District
	Education Report – detailed (Form 29) & aggregate (Form30)
	1st of Feb & Aug


The education report informs about the educational statistics for children of beneficiary households. At community level, information on individuals not attending school is provided as well as the aggregate net and gross enrolment rate (Form 29). For those not interested in information on the individuals, another report (Form 30) informs about aggregate educational statistics at community, area as well as district level.  Both reports are generated from the database twice a year by the District Social Welfare Office and are shared and discussed with the Department of Education and the District Welfare Assistance Committee. If interested in the district statistics, the Province as well as HQ can generate this report from the aggregate database. 

Health reports

	Stakeholder
	Report to be received
	Time

	District
	Health report (Form 31)
	1st of Feb & Aug


The health report (Form 31) informs about health statistics of beneficiary households such as number of household members with a disability or with a chronic sickness, number of under-5 children without a card, number of households with less than 3 meals a day etc. For confidentiality reason, only aggregate statistics are provided at community, area and district level. The report is generated from the database twice a year by the District Social Welfare Office and is shared and discussed with the Department of Health and the District Welfare Assistance Committee. If interested in the district statistics, the Province as well as HQ can generate this report from the aggregate database.

Financial report 

	Stakeholder
	Report to be received
	Time

	District
	Detailed financial report (Form 32)
	1st of Feb, April, June, Aug, Oct, Dec

	Province
	Aggregate financial report (Form 33)
	1st of Feb, April, June, Aug, Oct, Dec

	
	Financial requests by districts (Form 17)
	1st of Feb, April, June, Aug, Oct, Dec

	
	Retirements by districts (Form 17)
	23rd of Jan, March, May, July, Sep, Nov

	HQ
	Aggregate financial report (Form 33)
	1st of Feb, April, June, Aug, Oct, Dec

	
	Financial requests by provinces (Form 18) & Department of Social Welfare (Form 19)
	1st of Feb, April, June, Aug, Oct, Dec

	
	Retirements by provinces (Form 18) & Department of Social Welfare (Form 19)
	23rd of Jan, March, May, July, Sep, Nov


The financial report (form 32) shows for each and every community in the district the start day of the payment, the present number of beneficiary households, the present aggregate transfer amount to the community and the aggregated financial flows to this community up to this date. The report is generated from the database every other month and is shared and discussed with the District Welfare Assistance Committee, with copies going to going to the District Commissioner as well as to the District Council.

The province as well as headquarters gets a breakdown of financial flows by district, provincial as well as national level (Form 33). The report is generated from the database every other month at HQ and is shared with the Technical Working Group.

Next to the overview of finances, all levels have to submit financial requests as well as retirements of funds every other month (Chapter 6).

Monitoring report
	Stakeholder
	Report to be received
	Time

	ACC
	CWAC monitoring report (Form 12)
	End of  Feb, April, June, Aug, Oct, Dec

	District
	ACC monitoring report (Form 13)
	15th of Jan, March, May, July, Sep, Nov (through the PPM)

	Province
	DSWO monitoring report (Form 14)
	30th of  Jan, March, May, July, Sep, Nov

	HQ
	PSWO monitoring report (Form 15)
	20th of  Feb, April, June, Aug, Oct, Dec

	TWG
	HQ monitoring report (Form 16)
	30th of  Feb, April, June, Aug, Oct, Dec


Every other month all levels submit a monitoring report to the next higher level (see Chapter 9 on monitoring and evaluation).
B
Filing system

Each and every level in the SCTS has a filing system that has to be regularly updated.

Records to be kept by CWACs

1. Manual of Operations – short version in local language

2. CWAC file

· Basic information on CWAC such as names and functions of CWAC members, names of villages/townships as well as population and household numbers

· Name and contact details for ACC members and correspondence with ACC

· Name and contact details for PPM and correspondence with PPM

· Dividers for Application forms, Summary Reports, Deputy Form & Monitoring Reports

· Blank copies: 15 application form, 15 deputy forms, 15 confidential forms, 15 monitoring reports

Records to be kept by ACCs

1. Manual of Operations – short version in local language

2. ACC file: 

· Basic information on ACC

· Name and contact details for the different PPMs and correspondence

· Correspondence with DSWO

· ACC Monitoring Report

· Confidential forms

· per CWAC: 1) Basic information on CWAC and correspondence with CWAC, 2) Summary reports, 3) CWAC monitoring report

· Blank copies: 15 confidential forms, 15 monitoring reports

Records to be kept by Pay Points

1. 
Manual of Operations – short version in English

2. 
Pay Point file

· Name and contact details for CWAC & ACC & correspondence

· Name and contact details for the District Social Welfare Office & correspondence 

· Dividers for the establishment of a pay point, PPM reports, assistant PPM & change of PPM forms

· Blank copies: 5 assistant PPM forms, 15 confidential forms

Records to be kept by the District Social Welfare Office 

ACC files
1. Basic information and contact details for ACC members & correspondence 

2. For each CWAC belonging to the ACC

· Basic information and contact details for CWAC & correspondence 

· Dividers for Summary Reports & Application forms sorted according to whether beneficiary households were rejected or approved.  

After each round of retargeting, a new ACC file for new forms will be created. 

Pay Point files

1. Names and contact details for the PPMs & correspondence 

2. Dividers for the establishment of a pay point, PPM reports, assistant PPM & change of PPM forms

Master File Coordination
1. Contact details & correspondence with Bank

2. Contact details & correspondence with PSWO

3. Contact details & correspondence with DSW HQ
4. Correspondence with other stakeholders

5. DWAC minutes

6. Summary reports at district level (Beneficiary statistics, Education, Health, Finances)

Master File Monitoring
1. Monitoring Reports by ACC

2. Monitoring Reports District

3. Monitoring Reports Province

4. Monitoring Reports DSW HQ
Master File Finances
1. Financial budgeting & accounting

2. Vouchers

3. Administrative receipts

4. Bank statement & reconciliation

Records to be kept by the Provincial SW Office 


District File Coordination

1. Contact details & correspondence with DSWO 

2. Summary reports at district level (Beneficiary statistics, Education, Health, Finances)

District File Finances

1. Budgeting & accounting report including administrative receipts

2. PPM reports

Master File Coordination 

1. Contact details & correspondence with DSW HQ
3. Correspondence with other stakeholders

3. Summary reports at provincial level (Beneficiary statistics, Education, Health, Finances)

Master File Monitoring
1. Monitoring Reports District

2. Monitoring Reports Province

4. Monitoring Reports DSW HQ
5. Provincial stakeholder meetings

Master File Finances
1. Financial budgeting & accounting

2. Vouchers

3. Administrative receipts

6. Bank statement & reconciliation

Records to be kept by the Department of Social Welfare at HQ

Province File Coordination & Monitoring

1. Contact details & correspondence with PSWO 

2. Contact details & correspondence with districts under the province

3. Summary reports at provincial level (Beneficiary statistics, Education, Health, Finances)

4. Monitoring Reports Province

5. Monitoring Reports for districts under the province

Province File Finances

1. Budgeting & accounting report including administrative receipts

Master File Coordination 

1. Contact information & correspondence with other stakeholders

2. TWG on Social Assistance

3. Summary reports at national level (Beneficiary statistics, Education, Health, Finances)

4. Relevant studies

Master File Monitoring
1. Monitoring Reports DSW HQ
2. National stakeholder meetings

Master File Finances
1. Financial budgeting & accounting

2. Vouchers

3. Administrative receipts

4. Bank statement & reconciliation

Records to be kept by Accounts at HQ

District File Finances
1. Budgeting & accounting report including administrative receipts

2. PPM reports

Province File Finances
1. Budgeting & accounting report including administrative receipts

DSW HQ File Finances
1. Budgeting & accounting report including administrative receipts

C
Database

There are two different database systems to manage information on beneficiary households as well as on payment procedures. The Beneficiary database stores and manages data/information on targeted groups (households and individuals). The Payment register stores and manages the payment process and produces the relevant analysis of the cash transfer/payments to beneficiaries. The cash transfer/payment system will help minimize fiduciary risk from premeditated fraud. The two systems work side by side with the necessary interface to allow for analysis of target group data and the monitoring of cash payments to the selected beneficiaries.

For the database to produce the different reports listed in this chapter and for the database to function as an effective management tool, it has to be maintained properly and regularly. Whenever information comes from the field, the database has to be updated.

In the long run if connectivity is secured, data will be up- & downloaded through the internet by the districts, provinces and headquarters. Up till then, data will be sent by means of a CD from districts to the provinces at the beginning of every quarter. The provinces then sent the aggregate information update to headquarters, which will check the database for consistency.

	CHAPTER EIGHT

Complaint Management


This chapter describes how complaints are reported and followed up at different levels

	In Summary

· Due to its decentralized structure, PWAS also serves to manage complaints. Any complaints about the service of PWAS committees are tackled by the next highest committee.
· Complaints about non-qualifying beneficiary households at community level are reported to the ACC, which then counterchecks the information

· Complaints about non-qualifying beneficiary households at district level are reported to the District Social Welfare Office, which then counterchecks the information

Forms to be used

· Form 11: Confidential form
· Form 37: Information letter for excluded households



A
General complaint management 

1. As cash transfers are entitlements of beneficiary households and not just charity, they must have the opportunity to claim their rights in case their rights have been unrightfully denied. The SCTS therefore includes a complaint component through which the beneficiary households can air their grievances. This also helps to improve the management of the scheme and minimizes fiduciary risks.

2. The ACC handles grievances at the community level. The ACC meets on a bimonthly basis to discuss difficult complaints. Once the complaints are resolved, the ACC communicates the resolution directly to the concerned household. If the matter is beyond the capacity of the ACC to address, the complaint is referred to the District Social Welfare Office through the monitoring form.  

3. The District Welfare Assistance Committee handles grievances at district level. The District Social Welfare Office has the responsibility to report on those grievances through the bimonthly monitoring form and refer any grievances that cannot be handled by the DWAC to the PSWO.

B
Excluding non – qualifying households
1.   
Even though the targeting and approval process is extensive and involves many checks and balances, errors still occur. Whenever it is discovered through spot checks that there are households on the scheme who do not qualify, action needs to be taken. Transfers for clearly non-qualifying households such as households with many productive members, households with valuable assets that help households to make a living, households with a running business that is viable to contribute to a living etc. should be discontinued immediately. 

2.  
In case any of the community members or stakeholders in the process (CWAC, ACC and DWAC members as well as District Social Welfare Officers, PSWO and PPM) have reason to doubt that a household is qualifying, they should take note of the household’s name and situation. At community level, this information should be forwarded to the ACC on the Confidential Form. The form is available at the CWAC, ACC, pay point or headman. Complaints about non-qualifying beneficiary households at ACC or district level are forwarded to the District Social Welfare Office, equally through the confidential form. The confidential form at district level is available at the District Social Welfare Office. 

3.    The information provided should be counterchecked by the ACC or the District Social Welfare Office, depending on where the complaint originated from. The DSWO then presents those cases of exclusion at the next DWAC meeting where a final decision on rejection is taken. The decision is documented on the respective confidential form and all changes are entered into the database. 

4.   
In case of exclusion, the DSWO informs the respective household in writing that it will not receive any more transfers (Form 37). The DSWO explains to the household what kind of households the scheme is targeting and why this particular household does not fulfil the criteria. The CWAC or other community member will assist illiterate households to read the letter. 
5.   
The DSWO informs in writing the CWAC which has targeted and approved a non-qualifying household that this household will be taken off the scheme and explains why. The DSWO reminds the CWAC that they are in charge of ensuring good quality targeting and raises awareness that a non-qualifying household might prevent households who really need assistance from participating in the scheme. 
6. Again the exclusion of households opens up new spaces for other qualifying households in the community. Twice a year, in January & July, CWACs have the opportunity to include destitute and incapacitated households in the community. The targeting process of these new households follows the procedure outlined in Chapter 5.

7. All relevant stakeholders have to be informed about the changes. The pay point receives an updated PPM report for the next payment. PSWO, ACC and CWAC get an updated summary list of approved beneficiary households on the first of February and August. 

	CHAPTER NINE

Monitoring & Evaluation


This chapter describes the monitoring activities which are carried out at all levels and also outlines the external monitoring system which has been put in place.

	In Summary

· CWACs monitor payments to beneficiary households, changes in the household structure and deputy as well as any problems that may arise
· ACCs make sure that CWACs fulfil their tasks, cooperate well with the PPM and respond to upcoming problems immediately.
· DSWO monitors the overall performance of the scheme, in particular the targeting by CWACs and the financial management by PPMs and ensures that beneficiary households get their transfers on time and in full.

· The PSWO monitors the performance of the DSWO and assesses the office management, the financial management, the monitoring activities etc.  

· The DSW HQ monitors the performance of the PSWO and assesses its monitoring capacity, financial management as well as the responsiveness to problems
· Next to the internal monitoring there is an external M&E system that evaluates the impact of social cash transfers on beneficiary households, the community and local markets as well as the effectiveness of the targeting, payment and management system.
Forms to be used

· Form 12: Bimonthly monitoring report by the CWACs

· Form 13: Bimonthly monitoring report by the ACCs

· Form 14: Bimonthly monitoring report by the DSWO

· Form 15: Bimonthly monitoring report by the PSWO

· Form 16: Bimonthly monitoring report by the DSW HQ

Guidelines to be used

· Guideline for filling in the CWAC Monitoring Form

· Guideline for filling in the ACC Monitoring Form

· Guideline for filling in the DSWO Monitoring Form
· Guideline for filling in the PSWO Monitoring Form

· Guideline for filling in the DSW HQ Monitoring Form

· Guideline for a Quality Check of Training, Ranking and Community Meeting 

Background documents

· Evaluation of the Kalomo SCTS

· Evaluation of the Targeting Effectiveness




A
Monitoring activities at CWAC level

1. After the actual targeting has been done, the CWAC continues to monitor beneficiary households to ensure that beneficiary households get their transfer in full and in time, that they don’t misuse the transfer, that the information recorded on the application form is correct and that they are not encountering any problems. 

2. To make sure that households get their transfer in full and in time, one of the CWAC members is present on the payment day and observes the payment process. In addition, CWAC members find out during household visits whether beneficiary households were paid on time and the full amount by the PPM and whether the deputy is also not extracting any money purposefully. In case a household did not collect the transfer for a particular two months period, the CWAC also makes an inquiry. 

3. Even though CWAC members should never instruct households on how to use the transfer, they should nevertheless ensure that the transfer is not misused on alcohol, gambling etc. and that the entire household benefits from it on a regular basis. Whenever a CWAC member discovers during a visit to beneficiary households that money is misused, he/she should counsel the household, remind it of the objectives of the scheme and clarify that continued misuse eventually leads to exclusion from the scheme.

4. Unless problems are discovered that require urgent action either from the ACC or even from the District Social Welfare Office, every CWAC reports back to the ACC on a bimonthly basis on the findings of their monitoring activities. They provide a summary of their findings on Form 12, which they submit directly to the ACC at the end of the reporting period. A copy of the report should however remain in the CWAC file.
B
Monitoring activities at ACC level

1. Each and every ACC has to ensure that the different CWACs fulfil their core tasks. In order to verify the performance of the CWACs, ACC members should carry out monitoring visits every month to their CWACs, PPM and some beneficiary households. The ACC should make sure that CWACs meet on a regular basis, that tasks are evenly shared among CWAC members, that they visit beneficiary households and also monitor the performance of the PPM. 

2. To assess the performance of the CWACs, ACC members should consult beneficiary households and ask them whether they are satisfied with the performance of the CWAC and whether they see any area of improvement. They should also talk to the PPMs and ask them how the cooperation between them and the CWACs has worked and what could be improved in the future. 

3. After every visit to a particular CWAC, the ACC member should give a brief feedback of his/her findings to the CWAC and discuss with the CWAC how outstanding problems can be tackled and which areas need to be worked on in the future. ACCs should also agree with the CWAC on a deadline till when outstanding problems need to be solved and agree on a follow up visit. 

4. Unless there are any problems that require urgent actions by the District Social Welfare Office, ACCs report on a bimonthly basis to the District Social Welfare Office about the findings of their monitoring visit (Form 13). The report also includes any problems or observations reported by the CWACs which have been taken up by the ACC or which require further action by the District Social Welfare Office. The ACC submits the report to the District Social Welfare Office through the PPM and keeps one copy at ACC level.  

C
Monitoring activities at district level

1. The District Social Welfare Office in cooperation with the DWAC is in charge of monitoring the operations of the SCTS. It ensures that the PWAS structure is active and performing its duties, that money is paid out in time and in full by the PPM to beneficiary households and that problems and changes in the scheme are taken up in due time. 
2. For monitoring the District Social Welfare Office relies on the cooperation of the PWAS grassroots structures. It reads the ACC monitoring reports carefully, checks whether they are correctly filled in, responds to any problems or anomalies reported by the ACC and also verifies information during field visits.

3. Despite the decentralized monitoring structure, the DSWO and his/her team still conduct field visits every month to do spot checks. They verify whether households have received their money on a timely and regular basis, the deputy system works well, there are any non-qualifying beneficiary households, whether Pay Points and CWACs are performing their duties and whether the scheme is running smoothly in general. To do this they must interview a certain number of households, CWAC members, headpersons and the PPM.

4. With respect to the performance of Pay Points, the DSWO checks whether signatures of beneficiary households are consistent over time, whether the deposit slip is attached in case of a retransfer and whether further action is required for those households who did not come to collect their transfer. In case of discrepancies and need for action, the DSWO cooperates with the respective PPMs. 

5. Concerning the performance of the bank, the DSWO is asked to make a bank reconciliation at the end of every month, checking whether the cash book for administration as well as transfers tally with the respective bank statements. In case of any discrepancies, the DSWO takes corrective action in co-operation with the Bank.

6. The DSWO is also in charge of carrying out quality checks of CWAC trainings. He/she therefore joins part of a CWAC training in order to ensure that trainers follow the training schedule and the same training format and that they get the key messages across. He/she discusses his/her observations with the trainer afterwards and makes recommendations. 

7. Based on the monitoring findings, the DSWO writes a monitoring report after every two months, which combines the performance of the SCTS as well as the performance of ordinary PWAS (Form 14). It has to be signed by the DSWO and the Chairperson of the DWAC and should be presented and discussed in the monthly DWAC meetings. The report also has to be submitted to the PSWO and to the DSW HQ latest by the 30th of the following month.

D
Monitoring activities at provincial level

1. The PSWO has an oversight function. He/she ensures that the scheme is well managed and monitored by the DSWO, that problems are taken up without delay and that expenditures are accounted for. The PSWO carries out a bimonthly performance check during which he/she verifies for SCTS as well as for ordinary PWAS whether 1) the district has fulfilled its monitoring role adequately, 2) the financial management is accurately done, 3) changes are processed in due course, 4) the office management is up to standard (filing system in order, office supplies in stock), 5) the vehicles are well maintained, 6) the District addresses the concerns raised in the ACC monitoring reports, 7) DWAC is fully functional, 8) other stakeholders are satisfied with the performance of the District Social Welfare Office. 

2. Whenever possible, he/she should go into the field and consult different stakeholders that are involved in the scheme on the performance of the District Social Welfare Office. He/she should ask them whether they ever experienced any problems when dealing with the District Social Welfare Office and whether problems in the scheme that required the District Social Welfare Office were adequately addressed. PSWO documents his/her finding on the overall performance of the office with respect to SCTS and ordinary PWAS on Form 15that he/she discusses together with the DSWO. The PSWO makes suggestions, gives instructions and both of them agree on a way forward. One copy of the monitoring report is then forwarded to the DSW HQ in Lusaka.

E
Monitoring activities at national level

1. The DSW HQ ensures foremost operational effectiveness of the scheme with respect to targeting, payment and management. The department makes sure that the processes are in line with the objectives and requirements of the cash transfer scheme at all levels and that the different stakeholders fulfil their roles and responsibilities adequately. Again, monitoring activities are performed jointly for the SCTS and ordinary PWAS

2. In order to asses the performance of the sublevels, DSW HQ carries out regular monitoring visits, reads carefully through the monitoring reports and organizes biannual review meetings where the progress as well as the shortcomings of the scheme are discussed. 

3. DSW HQ also critically analyzes the financial management at all levels, ensuring that requests and retirements as well as releases of money are made on time. In case of any problems, DSW HQ tracks the source and reason for delay and seeks for adequate solutions. 

4. The DSW HQ ensures that all stakeholders involved in the scheme act within the agreed framework for the SCTS and coordinate effectively. The DSW HQ assesses proposals by cooperating partners and monitors progress through the Technical Working Group meetings as well as the biannual review meetings.

5. In addition, the DSW HQ with support from the TWG monitors the progress towards the achievement of the lesson learning agenda.  DSW HQ peer-reviews the studies and ensures that the results inform the design of a national social cash transfer programme.

6. DSW HQ summarizes all findings in the bimonthly monitoring report for DSW HQ (Form 16). The monitoring report is shared with TWG members as well as the Provincial SW Offices.
F
External evaluation of the scheme

1. The Technical Working Group –Social Assistance TWG SA is piloting different elements of the SCTs in five districts in order to learn through experience, build evidence and to build sufficient political and financial support from GRZ and cooperating partners. 
2. In addition to the internal monitoring system, there is an external Monitoring and Evaluation (M + E) System. The M + E System has the task to identify if and how the Pilot Scheme achieves its objectives and to assess the feasibility, cost-effectiveness and replicability of the social cash transfer approach. The external M&E system monitors and evaluates:

· The performance of the scheme and its operational effectiveness

· The impact on the beneficiary households with regard to welfare indicators

· The impact on non-beneficiary households, on the community as a whole and on the local economy

· Any other positive or negative impacts which may be observed by the beneficiaries or by any other stakeholders
3. The TWG SA coordinates and support external evaluations. The external evaluation is outsourced to external consultants in order to ensure transparency and objectivity, which is crucial in a pilot phase, in particular with a very sensitive subject. A number of studies have been commissioned and are required to support the development of social cash transfers.  

	CHAPTER TEN

Getting started


This chapter describes which preparations have to be made for a district to join the SCTS and highlights the different training modules that are offered for stakeholders involved in the scheme at different levels, ranging from sensitization workshops to trainings in management skills for the SCTS.

	In Summary

· In order to start the SCTS in a particular district, the District Social Welfare Office has to be adequately equipped, sufficiently staffed and all the PWAS grassroots structures have to be functional

· Different training modules for social welfare officers, for the district, the province as well as the grassroots structures ensure that all stakeholders are well sensitized and prepared to take up their role in the SCTS

Forms to be used

· Form 38: Certificate for Trainers

· Form 39: Certificate for PPMs

· Form 40: Certificate for Social Welfare Officers

Guidelines to be used

· Guideline on revitalizing PWAS

· Guideline on Planning for the initial stages of the cash transfer scheme
· Guideline on office management

· Guidelines for the first Training of ACCs & CWACs

· Guidelines for the Retargeting Training of CWACs

· Guideline for orienting PPMs
· Guideline for organizing a Training of Trainers
· Guideline for organizing a Training of Social Welfare Officers




A
Preparations 

Before upscaling the SCTS, there are a number of preparations which have to be made to lay the groundwork. First of all, it needs to be assessed whether the present office equipment is adequate or whether the basics such as furniture, computer, printer etc. are missing. Secondly, the staffing structure has to be examined, ensuring that the district is at least manned by a District Social Welfare Officer and an Assistant Social Welfare Officer. Thirdly the functioning of the PWAS structure has to be scrutinized and if necessary, has to be re-activated through new elections and/or trainings of CWACs & ACCs. Then, a series of training have to be organized in order to prepare district stakeholders, the District Social Welfare Office in particular as well as the DWAC, ACC, CWACs and future pay points for their role in the SCTS.

B
Trainings

A number of trainings have been designed to prepare the different stakeholders for their respective roles in the cash transfer scheme.

Training of social welfare officers
This training programme is supposed to give social welfare officers a comprehensive introduction to the scheme, starting from the theoretical underpinning to the practical experience in Zambia with social cash transfers. After the training, they are expected to be familiar with the concept of cash transfers and should feel comfortable to set up and manage a cash transfer scheme. The training consists of a week of lectures and exercises in Lusaka where concepts of social cash transfers, targeting, monitoring, time management, and delegation are discussed. After the theoretical part, officers go into the field for two weeks where they get hands-on experience on the management requirements of a SCTS. Upon successful completion of the exam, the field assignments and a report on the practical experience, the officer receives a certificate and is then authorized to work on the SCTS. 

Training of district & provincial stakeholders

This training introduces the concept of social protection and social cash transfers to the provincial and district stakeholders. It presents the setup of the SCTS in Zambia, the experience up to date and the way forward through presentations, a documentary and discussion rounds. Next to sensitizing district and provincial stakeholders, this training is supposed to prepare these stakeholders for their various roles in the SCTS. After the 1st day of general introduction at district level, the 2nd day is dedicated to the DWAC and its specific role, in particular in the area of targeting, monitoring and financial management. The next 2 days are spent with the District Social Welfare Office to go through the most crucial roles of the district, following the chapters of the manual of operations. At provincial level, two days are spent with the Provincial SW office to train the officers in particular in the area of monitoring and financial management.

Training of Trainers

As the District Social Welfare Office relies on trainers from the different areas for the training of the community structures, it has to ensure through an extensive training of trainers that those trainers are best prepared for their task. During the training of trainers, all relevant sections of the manual, forms and guidelines are presented and discussed. Different exercises are also carried out to probe the understanding of the trainers but also to give the trainers tools for their trainings of the grassroots structures of PWAS. 

Training of CWAC & ACC members

This 3 day CWAC / ACC training starts with a general introduction to social cash transfers and the experience in Zambia up to date. The community is invited to join this general introduction session. After that CWACs are familiarized with the general PWAS concept, the different steps of the targeting process, their monitoring role in the scheme, their counselling role and how to go about managing changes and filing information. Their understanding is probed through exercises. The trainer is furthermore present during the ranking exercise and the community meeting to respond to questions and again, to probe the understanding and the performance of the CWAC / ACC in the area of targeting. As this training sets the groundwork for the operations of the SCTS, it is really important that the CWAC / ACC understands the role it has to play in the SCTS. In order to guarantee that the CWAC / ACC is well prepared for its tasks, the District Social Welfare Officer monitors the trainer at least during the first training, ranking and community meeting. 

Other training modules

There are different training modules for CWACs / ACCs as well as beneficiary households, which will be carried out periodically:

Training in HIV / AIDS management (1 day) teaching CWACs / ACCs how to advise community members on voluntary testing and counselling as well as ARV treatment, how to refer clients to different services available in the community and district, how to deal with stigma and discrimination etc

Training in psycho / social counselling (3 days) teaching CWACs / ACCs the basics in assisting community members in case of loss, trauma, social discrimination and conflicts.
Training in proposal writing for CWACs (1 day) teaching CWACs how to develop a business idea, how to put together a proposal for a small business project and which organizations / departments to contact for funding

Training in nutrition & health (1 day) giving beneficiary households advise on a well-balanced diet, in particular for children or for household members suffering from a chronic illness and on how to stay healthy 

Training in rearing small livestock (1 day) teaching beneficiary households some tricks on how to rear small livestock such as chickens, goats, pigs and how to minimize the risks of them being swept out by a disease

Training in business management skills (1 day) teaching graduating beneficiary households some basic skills in planning, running and financing a small project of their own.
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Training of CWAC including a sensitization session for the community
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CWAC lists all extremely needy & incapacitated HH





CWAC members interview those HH and fill in application form





Headperson/section headpersons verifies that the information on application form is correct





CWAC meeting ranks HH based on application form





Community meeting discusses ranking








ACC checks all application forms and physically verifies 10%





DSWO together with DWAC member and assisted by respective CWACs approves or rejects application forms








DWAC decides over critical cases, forwarded by the DSWO








DSWO informs Bank, Pay Points and CWACs on approval or disapproval








CWAC informs applicants on approval and disapproval








Beneficiary HH access transfers at Pay Points








Bank to credit ‘SCT account’


- 2 days








Donor confirmation of crediting ‘SCT account’








Instruction 


letter processed by Bank of Zambia 


- 2 days








Instruction 


letter to Bank of Zambia to transfer funds to ‚SCT account’ 


– 2 days





MoFNP 


credits funds to MCDSS Control 


– 2 days








MCDSS receives Funding Slip from MoFNP





Accounts transfers funds to all accounts – 2 days





Authority letter is sought from Permanent Secretary 


– 2 days








� Devereux Stephen et al, SOCIAL TRANSFERS, A series of policy briefs for national stakeholders, June 2007.


� PWAS household survey 2003 / Incapacitated poor study 2005 


� Dependency ratio is measured here as the ratio of unfit members in the household divided by the number of fit household members.


� The 10% limit is based on several research findings, among them the results of the National Household Survey carried out by PWAS in September/October 2003. It does not reflect the financial constraints but rather refers to a group in the Zambian society that can be classified as ‘incapacitated.’


� Devereux Stephen et al, SOCIAL TRANSFERS, A series of policy briefs for national stakeholders, June 2007.


� PWAS household survey 2003; Incapacitated poor study 2005


� Exchange rate: 1 US$ = 3800.
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