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CCD ETHIOPIA ONE YEAR IN

BACKGROUND

CCD ETHIOPIA

Foundedin January 2019, Ethiopia’s national
networkhas 14 members - 13 of whom are part of
CCD’sglobal network. Foundingmembers include:
Action Against Hunger (ACF), CARE, Concern
Worldwide, CatholicRelief Services (CRS), Danish
Church Aid (DCA), Danish Refugee Council (DRC),
International Rescue Committee (IRC), Mercy
Corps, NorwegianRefugee Council (NRC), Oxfam,
Save the Children (SCI),and World Vision (WVE).
ACTED and GOAL joined in December 2019.

Membersjoined CCDto pursue new ways of
workingto better deliver cash assistancethrougha
shared cash value chain built on the comparative
advantages of each actor adapted to thelocal
context,complementing each other's programming
toreduceduplication and maximise impact.

Members haveall signed amemorandum

of understanding (MoU) and agreedon a
Governance Framework. The national networkis
overseen by a rotational Steering Committee and
its chair,amember-neutral Collaboration
Manager. The committeeisresponsiblefor CCD’s
strategic direction. The current committee
includes: ACF, CARE, CRS,NRC, Oxfam,and WVE.

Making CCD areality within acountry's contextis
a process. Its model has provided aframework to
move things forward forthe Ethiopiancash
community. CCDunderstandsitwilltaketimeto
worktowardsits goals, but this gives the network
anopportunity to try out different models and
adaptthem to the Ethiopian context to ensure
CCDisavalue-add within the cash community.

The national network decided, amongst other
activities, to establish aconsortium asoneof its
firstinitiatives. However,its collaborations are not
limited to this, and they are currently working
towardsidentifying collaborationopportunities
and priorities and deciding how to leverageits
collective expertiseto effectchangein
programming and harmonise cash delivery to
increase scale, efficiency, effectiveness, and
collectiveimpact.
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Tothisend, CCD Ethiopiais pursuingcollaborations
across the country and cash value chainby:

o establishingframeworks to identify priorities,
advocacy, collaborative operations, donor
relationships, etc.

e buildingrelationships and trust between members

e combiningvoicesto advocateforissues
relevanttolocal cash actors and
non-governmental organisations (NGOs)

e utilising collaboration models based on context,
strengths, and need

o facilitatingfaster resolutionsfor challenges

e improvingcollective preparedness forcash
programming

e enablingaunified and visible local network of
cash NGOs.

ECHO-CCD 2019 CONSORTIUM

In March 2019, the European Civil Protectionand
HumanitarianAid Operations (ECHO) funded a
€4.4 million multi-purpose cash assistance (MPCA)
projectinthe Wollegas zones of the Oromiaregion
and the Somali West region to support drought-
affected households and personsinternally
displaced (IDPs) dueto conflict.

The consortiumconsists of five CCD members,
with activities allocated to different organisations
based on each member’s expertise. In the
Wollegas, WVE administered digital beneficiary
management, SCl oversaw monitoring, evaluation,
accountability, and learning (MEAL), and ACF and
IRC managed cash transfers, including registration.
All agencies collaborated on how to harmonise
targeting processes. In Somali West, SCland WVE
wereresponsiblefor cash transfersand IRC
managed MEAL.

distributed to 16,700 IDPsand

U S$ 1.4M drought-affected households*

*as of Dec 2019 (15t of 3 distributions)

Approximately 50% of the project’s total
distributions weredelivered over three rounds by
the end of 2019. Two morerounds of cash delivery

will becompleted in March and June 2020.

OPERATIONAL CONTEXT

ETHIOPIA

NGOs and United Nations (UN) agencies
conductingcashprogrammingin Ethiopia’s
humanitariansector have stated that the country

isuniqueinits context.

A joint emergency operation in South Gonder woreda, Ethiopia - a
collaboration between CCD partners (CRS, CARE, SCI, WVE) and
other agencies.© CRS


https://ec.europa.eu/echo/
https://ec.europa.eu/echo/
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Itisalarge, highly populated country with avariety
of humanitarianneeds and many vulnerable people
in need of assistance.

Accordingto an Ethiopia CashWorking Group
(ECWG,) chair, “morethan 10% of the
population arein need of humanitarian
assistanceon adaily basis”.

The countryisalso susceptible to repetitive
natural/climaticcrises, and there are several
security concernsrelated to internal or

oppositional party conflicts.

The governmentstructureisuniqueinthefactthat
thereare enablingaswell asrestrictive
government policiesin placefor cash
programming, and therearestill certain
regulationsinstituted because of fears of howcash
assistance could potentially be utilised to support
violence. The political system also determines the
types of models that cash programming willuse.
Fortunately,under the current government, cash
programming has grown, allowingcitizens to
access markets and commodities more often
through this assistance. With this, however, the
government’s capacityisreportedly marginal,and
they areunabletorespond to thelevel of needin
an efficient, timely manner.

The government does haveinstitutionsin placeto
overseethese types of activities and workwith
partners, but alack of human capacity proves a
challenge. Coordination structures arealsoin
place, butthereisa lack of flexibility to adapt and
evolve programming. Whilea concern, the
governmentis generally open to piloting new ways
of workingand learningto resolve theseissues.

Currently, mostagencies arestill providingcashin
hand becausetheinfrastructureisnotwell
developed yet (e.g. there are few bank branches
outside of metropolitan areas), and technology is
notwidespread acrossthe country or population.
Thus, mobile money and cash point transfer
processes are notready at even the administrative
level because of the lack of financial service

provider (FSP) agreements, technical expertise, etc.

PSNP IN ETHIOPIA

Ethiopia’s productive safety net programme
(PSNP),iscurrentlyfillingthe food shortage gap by
providing food (approximately 80% of the
programme) to the chronically food insecure
duringpre-harvest shortages and cash to access
markets post-harvest (as part of a cash-for-work
programme). About 20% of all beneficiaries are
directly supported by the PSNP year-round

(e.g. disabled, elderly, and chronicallyill people,
and children).

E

PSNP previouslyrestricted cash components from
beinginvolved in non-emergency responses that
werenotrun by the government, allowing NGOs to
onlyimplement other aspects (e.g. food items) in
intervention areas, but thisis changing. Moreover,
they, incoordinationwith partners and donors, are
puttingin placeasocial protectionplatform
specifically for humanitarian responses.

Even within the current framework, however,
thereis room for CCD membersto supportthe
PSNP with technical assistance, lessons learntin
various locations and contexts, and gender and
protection assessmentindicators. CCDcanalso
encourage the government to use community-led,
participatorytargetingto help reducetheinclusion
errorsthatarea major gapintheir aid.
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Tinebeb, at a “Community Conversations” meeting in Oromia. She
is helping her community resolve issues through dialogue as part
of an activity to help improve food security and diversify the
household incomes of PSNP beneficiaries.© Will Baxter/ CRS
Butthislearningdoes not haveto be one-way.
CCD,donors, policymakers, and other
implementers can also leverage lessonslearnt

from PSNP’s operations and howthey have

adapted e-cash transfers within their programming

from their presencein ECWG and learning events.

ETHIOPIA CASHWORKING GROUP

ECWGwasre-established in April2016 “to
strengthen the policy development and operations
of cash and voucher assistancein Ethiopia through
advocacy, improved coordination, and information
sharing”. Morethan 24 humanitarian organisations,
including CCD Ethiopia, NGOs, UN agencies,donors,
and government representatives, are members.
Humanitariancash response programmingin
Ethiopiasupports households of host communities,
IDPs, refugees, and IDP returnees with shelter and
non-food items, multi-sectoral support,food,
education, and protection programmes viacash,
vouchers, or in-kind modalities using direct cash,
mobile payments, vouchers, or bank transfers.

US$23M'

ETNC649 million)distributed to

433,474 households*
*from October to December 2019
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Womanreceivingcash at
CCD Ethiopia’s
member’s projectin
Gelanaworeda, West
Guji zone, Oromiaregion
© World Vision
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EFFORTS TOWARDS CCD
OBJECTIVES

CCD’sglobal network aims to address weaknesses
within cash programmes by connecting agencies
with various strengths (e.g. MEAL, beneficiary
registration, etc.) to support other NGOs. At the
country-level, the Ethiopiannetwork’s goalis to
harmonisecash deliveryforincreased scale,
efficiency, effectiveness, and collective impact.

Based oninsights compiled fromsurveys and
interviews conducted with members of the
Ethiopian cash community and CCD membersin
January 2020, hereis an overview of how CCD
Ethiopiaisworkingtowards globaland national
objectives, one-year in.

INTEROPERABILITY AND REDUCED
BARRIERS TO COLLABORATION

Oneof CCD’spurposesisto harmonise and
standardise programmedesign, operations,
workflows, and processes across members to
promoteinteroperability and reducebarriers to
collaboration. Over the past year, CCD Ethiopia
has been workingto establish the necessary
environment to foster effective collaboration.

National network members at their December 2019
meeting in Addis Ababa © CCD Ethiopia

ESTABLISHING FRAMEWORKS

Governance Framework:Inorder toenhancethe
clarity around thevariousinitiatives and ensure
decision-makingis collaborative and
representative of thewider membership, an
overarching Governance Framework was
developed and agreed upon by members.

Data sharing: As part of its effortsto facilitate
faster resolutions, CCD Ethiopia volunteered to
pilotthe global network’s new data-sharing
guidance and agreement template. They adjusted
the template to better reflect their context and
needs. Without an operational data-sharing
agreementin place,memberswould not justlose
timebyreplicatingdataacross organisations, but

|/
not knowingwho each member’s programmes
supportcould lead to challenges withtargeting and
duplicate beneficiaryregistrations. The agreement
iscurrently under review by all members’ legal
teams and should be agreed uponin 2020.

Standardising operating procedures: Four
implementing agencies are already usingcommon
standard operating procedures. Aworkinggroupis
beingset up toreview, improve, and implement
learnings and feedback to ensure continued
improvements of procedures and tools.

CCD collaborationunit: Thisunithosts the
network’s CollaborationManager and is currently
led by CRS. It existstodrive collaboration across
members, assist with technical support,and invest
in national-level cash collaborations.

BUILDING RELATIONSHIPSAND TRUST

Relationship building, pilots, and response
simulations amongst local CCD members build
trust and preparedness so they areready

to quicklycollaborateincrises.

Mappingexpertise to establish trust: CCD
Ethiopiahas mapped the technical expertise and
operational presence of its members, whichwill
allow the network and Steering Committee to pair
the most appropriate combination of
implementers, tailored to the specific needs
identified by each consortium. This process creates
aframeworkfor atransparent decision-making
process. The network has found that when people
see why a decision has been made based on agreed
upon parameters, then thereis alevel of trust built,
even if they do not agree with thedecision itself.

Thiswill also ensurethat future CCDinterventions
will complement, rather than duplicate, existing or
alternativeinterventions. With this, members can
trustthat consortia, operational alliances, and
other collaboration efforts will be formed around
the best placed organisations,rather than agencies
accustomed to workingtogether, and should
reduce competition amongst the network and
acrosstheecosystem.

COLLECTIVEIMPACT

CCD believesin an approachthatbrings actors
together to collectively define problems within a

context and create ashared vision to solve them.

COMBINING VOICES

Through consortia: Before CCD Ethiopia even had
a Governance Frameworkor MoU in place, they
were labouringtowards this goal. In March 2019,
the first CCD consortiumwas funded by ECHO.
This consortiumwas able to use the weight of their
collective voiceto advocatewith FSPs and banks
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to acceptdigital identification fromLast Mile
Mobile Solution® (LMMS), rather than requiring
agencies to provide separate paper identification,
which requires duplicative, time-consuming work
for theagencies. Onceone FSP agreed, others also
readily agreed in order to remain competitive. This
did notonlyimprovethe processes and cost
efficiency for this consortium, butitwill improve
the cash ecosystem beyond this projectandisa
necessary step towards allowing digital payments
and mobile money.

Jointproposals: CCD Ethiopiawasbuiltoutof a
collective proposal from late 2018 thatresulted in
the ECHO-CCD 2019 consortium. In January
2020, all 14 members and the Steering Committee
endorsed another shared proposal submitted by
SCl on behalf of all CCD Ethiopia members.

Members have also expressed adesire to have
allmembers’ proposals for cash and voucher
assistance projectsto beshared with the
Steering Committeesoitcanensurethat
members’ projectsuphold CCD’s principles
and optimise efficiency by using the
best-positioned members asimplementing
partners, accordingto geographical and
technical footprints.

Exertinginfluence: CCD’s collaborative way of
working across an extensive network of
international NGOs gives it some swayto beable
to advocatefor best practices and beneficiaries.

Onesuchinstancearose when the Ethiopian
governmentdeclared that NGOs couldonly target
returnees as beneficiaries because they had
mandated thatevery IDP should returnhome.As a
group, CCD members advocated for the use of
best practices when defining beneficiary targeting
and to be ableto supportreturnees, IDPs,and
vulnerable host communities. The government
approved this modificationbecause of the number
of NGOs insistingoniit.

Beneficiaries of the
ECHO-CCD 2019
project having
their identities
confirmed during a
cash distribution in
the Wollegasin
September 2019.
© Otto Farkas/
World Vision/
CCD Ethiopia

E

SHARED CAPACITY AND POOLED
RESOURCES

Currently, actorsin humanitarian crises duplicate
programmaticactivities, competefor funding, and
subcontractthesameserviceproviders. Thisisa
deeplyinefficient model. CCD endeavoursto
develop modelswhere capacities are amplified and
shared and resources pooled between members
for greater operational efficiency.

Shared technologies: CCD islooking fordigital
systemsto sharedatain afast, secureway. LMMS
was used by the ECHO-CCD consortiumasitwas
free productthat could easily be shared with
memberssinceitwas developed by World Vision.

Ethiopia's CCD members are committed to
digitalising beneficiary management and moving
towards e-payment systems, such as mobile
money, e-vouchers, and/or bank transfers, etc., to
harmonise practices and be more cost efficient.

consortiumstaff, country directors,and CCD
1 6 members attended CCD’s first learning event
inNovember 2019

Knowledge sharing: The learningevent focussed on:

e increasing members’ understandingof CCD'’s
collaboration modalities

¢ sharinglearningsfrom the ECHO-CCD 2019
consortium (on targeting, verification, and
registration) and CARE (on gender
mainstreaming) to identify solutions for
challenges thathad arisen

¢ building motivationfor engagement

e identifying priority areas for future work (quick
wins versus long-term goals of transforming
humanitariancash programmingin country).

Technology unit: CCDidentified technical support
as an essential need as technical advisers oftendo
not have timetoimprovetheir practiceand learn
from each other. Ethiopiawillformacommon
unitto serve partnerswithin the network.

AGILE AND CONTEXT-APPROPRIATE
SERVICES AND PRODUCTS

CCDworks attheglobal level, developing
collaboration models, products, and services that
supporttheentire network. Atthesametime,
these aretested, iterated, and improved upon by

inclusive,local CCD networks aroundthe world.

UTILISING COLLABORATIONMODELS

Consortia: As this national networkformedina
moreorganic way with ongoinginitiatives to foster
collaboration at operational and otherlevels,in


https://www.wvi.org/disaster-management/last-mile-mobile-solution-lmms
https://www.wvi.org/disaster-management/last-mile-mobile-solution-lmms
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order to ensure that decision-making was
collaborative and representative of all, a
consortiumwas formed. This allowed members to
embarkon ajointrapid cash feasibility assessment
intheWollegasin March 2019in collaboration
with and on behalf of ECWG members, and then
continuethisworkwith the donorto deliver cash
inthe Wollegas and, later, Somali West.

Whilethe ECHO-CCD 2019 consortium has been
implemented successfully so far, members agreed

that thereisroom to improve. Suggestions include:

e havingsub-grantagreementsin place
between members will help future consortia
deploy assistance morerapidly

e technical difficulties (e.g. with LMMS)
should beresolved before compelling
partnersto utilise aspecific technology

e donorsshould betold upfront about how
CCD’s collaboration model operates using
geographical/technical mappingto identify
the most appropriate agencies for
implementation(i.e. CCDwillselect the
implementing agencies based on their
geographical footprint and programmatic
strengths, not the donor)

¢ field teamsand national staff should be
trained on working collaboratively versusin
coordination.

Recently, the network has
focussed on developing an “operational alliance” -
a way for members to cooperate on cash-related
activities that occur within their agencies’ other
programmes, enabling them to find other ways to
collaborate and leverage their collective expertise
and advantages to help each other, even when not
working together in aformal consortium.

They are currently establishingways they can
work at the field level to link multiple cash projects
and donorsin the same geography alongthe cash
programme cycle. Some options include sharing
assessment operationalisation (i.e. splitting the
assessment responsibilities across agencies and
analysingresults together), standardising transfer
values locally to share with ECWG, sharingtools
and systems to lower costs, and using a shared
agency for MEAL. CCD isworking towards piloting
this model in Somali West - aregion where
multiple members are delivering cash via separate
donors and projects.

CCD Ethiopiaplansto
test a new rapid response modelto increasethe
speed of delivery and enable members already
workinginacrisis-affected areato have the funds
to respond swiftly, whilst having the quality
assurance and additional benefits of CCD’s
collaborative approach embedded into the

6

response. Thefund will have asingle grant contract
agency to simplify the process for donors and
accelerate cash disbursement. This action
capitalises on members’comparative advantages
and specialities, as well as collective coverage.

IMPROVING COLLECTIVE PREPAREDNESS

The
cash fund’s purpose would be to ensure that cash
assistance can be quickly and efficiently delivered.
Initially it was designed to meet the needs of
people affected by election unrest,*agap
identified by all members as likely, as well as
difficultto predict. This model could also be used
to crowdfund atthe countrylevel,so CCDis
prepared to respond appropriately to developing
emergencies (e.g. locusts, floods, COVID-19, etc.)

This structure should not overlapwith members’
interventions, but, if unrest or adisaster occursin
projectlocations, itwould allow members access
to crisis-modifier type fundsto help them adjust to
increased needs. Or, if appropriate, CCD could use
itto initiateanew CCD response to meet needs
whileworking with members to avoidduplication.

Cash programming has long served as a catalyst
and proxy for systems change in the humanitarian
sector. While CCD’sfocusis onrevolutionising
how cash programmingis collaboratively delivered
for better impact, we believe that thiswork can
inform sectoral and multi-sectoral programming
approaches, as well as the aid system as a whole.

CCDis
an active supporter of the ECWG. The network’s
involvement, in part, has brought in new members to
the working group, reenergised existing members,
renewed interest, and helped the group become
morefunctional. CRSis overseeingthese efforts, as
lead of CCD’s collaboration unit,and managing
fundingto assist the ECWG. With this, they funded a
workshop wherethe ECWG was ableto successfully
finalise aminimum expenditure basket within their
context and a separate capacity-building sessionon
gender mainstreaming presented by CARE.

They arealso sharingtools and learnings with the
wider cash community. Throughthese activities,
CCD seeksto complement, notduplicate, the
ECWG's coordination work.

An ECWG chair declared that CCD has
benefitted the Ethiopian cash sector with their
openness to share experiences, development
of standard operating procedures, MEAL
tools, and guidance documents.

L As of April 2020, elections were postponed due to the COVID-19 pandemic; CCD Ethiopia will revisit howitcan fill this gap once new dates are announced.
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FACILITATINGFASTERRESOLUTIONS

Jumpstarting mobile money:The Groupe Spécial
Mobile Association (GSMA), aglobal system for
mobile communications, isatrade body that
represents the interests of mobile network
operators around theworld. GSMA approached
CCD Ethiopiato explore how its mobilefor
humanitarian (M4H) programme could support
humanitariancash projectsin Ethiopia.

M4H works to accelerate the delivery and impact of
digital humanitarian assistance. To achieve this, it:

e actsas abridge between mobile operators and
humanitarian partnersto build alearning and
research agenda

e catalyses partnerships and innovation for new
digital humanitarian services

¢ advocates for enabling policy environments

e monitorsand evaluates performance

e disseminatesinsights and profile achievements.

To start, they have partnered with CCD’s current
consortium (represented by WVE) to assist with
e-transfers and digitisation. As part of this, GSMA
contracted atechnical consultant to:

¢ |ead the contextual analysis, design, adoption,
and scale-up of mobile money solutions for the
ECHO-funded consortium

e build CCD’s capabilities and improve consortia
efficiencyin the deployment of e-transfers and
beneficiary management systems

B
Beneficiaries in the Wollegas waiting
for cash to be distributed by the
ECHO-CCD 2019 consortium.

© Otto Farkas / World Vision/
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e expand themobile money ecosystem

e assess thefeasibility of scalingthe proof of
concept beyond this context

e establishviable modelstoincreasethe
effectiveness, efficiency, reach, and collective
impact of humanitarian cash programmingin
Ethiopia.

PREPARINGTHE FUTURE

CCDstrivesto actasa marketplaceand
matchmaker for all relevant cashactors and
establish afully adaptable, flexible approachto
engage new technologies, involvedifferent actors,
and adjust to context changes.

ENABLING AUNIFIED AND VISIBLE LOCAL
NETWORK

Embracingalternative approaches: Shouldthere
be aneed identified where CCDis notthe best
placed torespond (e.g. market functionality or
security limitations), CCDwill liaise withother
actors and mechanisms such as the Emergency
Response Mechanism (ERM), SWAN consortium,
or CCD members’ individual responses.

Engagingwith key cash actors: The ECHO-CCD
2019 consortiumconducted beneficiary targeting
on behalf of the Somali disaster management
bureau becausetheir office knew that CCD
members’ cash experts were better equipped and
had moreexperiencethan their officeto
implement.
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REALITY CHECK

AREWEDELIVERING
ESTABLISHING FRAMEWORKS

Standardising operating procedures: Havingthe
ECHO-CCD 2019 consortiumkick off whilethe
networkwasstill intheformationprocess gave
Ethiopiaaunigue opportunity to preparesome
agreements (e.g. service provider contracts
between consortium members) that would usually
comemuch later inthe process.

Definingastandingservice provider contract that
has been pre-approved by each organisations’ legal
departments, will help speed up CCD processesin
the future and help them become more efficient
than other consortiaoperating within the context.

BUILDING RELATIONSHIPS AND TRUST

Mapping expertise to establish trust: CCD’s global
networkencouragesinterested organisations to
evaluatehow CCD will workin their context as
partof their initial scoping conversations. Thisis
intended to allow the in-country NGOs and
Steering Committee to map strengths and
geographical footprints to pair the most
appropriate combination of implementers, tailored
to the specific needsidentified by each consortium.

Because of the organic way in which Ethiopia’s
networkwas set up, the Governance Framework
was not yet signed, and mapping was not finalised
when CCD’sfirstjoint project,the ECHO-CCD
2019 consortium,was scaledup.Not havingan
agreed upon decision-making processin placeto
selectimplementersinanewlyaddedregion,
contributed to abreachinthefragiletrust
between these traditionally competitive agencies.
Whilethedonor setthe requirement statingthat
operationsinthenew region must be conducted by
existing consortiummembers, ratherthan pushing
backand bringingin other CCD memberswitha
stronger presencein theregion, consortium
members set up new operations to comply.

The donor’s representative acknowledged
that partner selection in Somali West was
problematic andhampered efficiency.He
agreed that CCD partnersoperatinginthe
projectareashould have moreinfluence over
whatroles areimplemented by whom.
However, thiswasrestricted by ECHO at the
head office level and out of his control.

Rationalising the consortium’s decision will come
at thedetriment of the network. CCD must
implement changes to ensure that members and
donorsalikerespectits collaboration model and
adhereto the collaboration principles, including

E

equality. Theopportunity toworkalongside other
NGOs and accessjoint fundingisalargeincentive
for membersto participate. If thisis taken away,
non-consortiamemberswill have littlereason to
remain in the network if they feel like they are not
gettingthe sameopportunities as others.

Members suggested that, goingforward, CCD
sharesits technical mapping, geographical
footprint, and explains the collaboration
model to donorsand why these are the basis
for all of CCD’swork. Grant agreements also
need to acknowledge or statethat CCD will
choosethebest placed agency to operate
withinanareaandrole.?

Shared technologies: Thereisadefiniteneed to
sharetechnologiesto ensurethatall partnerscan
access beneficiary data. However,rather than
comingto amutual decision on which solution
would work best within this context, WVE, who
oversaw digital beneficiary managementforthe
consortium’sinitial implementation area, used the
World Vision-developed digital registration
system, LMMS, Sinceitwas their own product, it
could beeasily shared with all partners, without
the need toinvolve athird-party vendor. While
this may have been efficient, thisis not conducive
behaviour for building trust with other consortium
members nor the wider network’s membership.

Someconcerns about LMMSincluded the
need for aserver, preventingwork frombeing
completed remotely, and technical glitches.
However, other consortiummembers
considered theuse of this new modality a
success in that this technology allowed them
to avoid printing paper signatures for FSPs.

WVE’s response team explains how LMMS technology operates.
© Kebede Gizachew / World Vision

After thefirstdistribution, the consortiumwas
ableto overcomethese challenges, leading to
distribution times beinghalved during the
implementationinthe Somali region.

2 CCD’s global team has launched a beta version of the Response
Builder toolthatwill also supportin-country networks intheir ability
to enable decisions.


https://response-builder.web.app/
https://response-builder.web.app/
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Beneficiaries register during a Joint Emergency Operation

Programme distribution conducted by CCD partners (CARE, CRS,

SCI, and WVE) and other agencies in southwestern Ethiopia.
© Will Baxter /CRS

SHARED CAPACITY AND POOLED
RESOURCES

Knowledge sharing: Nowthatthe networkismore
established with frameworks and agreementsin
place,members are looking forward to shifting
their focus to building the capacities of their teams.

Onefoundingmember said they appreciated
that CCD memberswere ableto immediately
start workingtogether in acollaborative
consortium (rather than the typical top-down
coordination approach) to test the
collaboration model. However, they want to
prioritise capacity building and resource
poolinginthe next phase. Instead of focusing
on building more consortia, they would like to
see all members usingtheir experienceto train
each other, standardise procedures based on
best practices, setup sub-grant agreements
within the existing Governance Framework to
facilitatefaster responses going forward, and
advocatewith donors about the benefits of
supporting humanitariancash responses using
CCD’s approach.

While CCD models have, in some ways, hel ped

efficiency and cost effectiveness (e.g. FSPs accepting
digital identification, thus reducing duplicative work

printing beneficiary IDs), costs arestillnot meeting
the necessary transfer ratio (80% to beneficiaries).
Thiswill likely improve over time as members work
to cutcosts (e.g. reducingindirect cost recovery
charges, operational tasks shifted to Collaboration
Manager to reduce staff time/overhead, cost
analyses conducted on all CCD projects, etc.).

UTILISING COLLABORATIONMODELS

ECHO-CCD 2019 consortium: CCD’slearning
event in November highlighted theimportance of
gender mainstreamingincash programming and
was acknowledged as apriority by all members
present. Thisled to a concerted effort by the
consortiumto increase mainstreaming of gender,
child, and general protection withinthe project

E

cycle.ltalsoincluded the development/adaptation
of the guiding principles, implementation and
periodic monitoring of the exercise, and
incorporationof capacity-building activities.

Whilefounding members reportedlyjoined
CCDduetoits future-looking concept and
long-term vision to change the humanitarian
cashlandscapein Ethiopia, they worry that the
focuson the consortiamodel may be
pressurising other organisations to feel
compelled tojoinso their cash programmes
remainrelevant.

IMPROVING COLLECTIVE PREPAREDNESS

Establishingrapid response mechanisms:
Considering the ongoing coronaviruspandemic,
Ethiopiaislooking atadaptingthe model they
designed to respond to post-electionissuesto be
appropriatefor aCOVID-19 emergency response.
They will focus on establishing architecture (e.g.
constantreview and improvement of standard
operating procedures and tools) to enable
stronger, more efficient cash programmes.

FACILITATINGFASTERRESOLUTIONS

Cash distributions: The ECHO-CCD 2019
consortiumwas ableto cutdistributiontimes, and
thus beneficiary waiting times, fromoneday to

approximately two hours.

| havean identity card,and we get our cashon time. The
system is fast and saves timewhen receivingthe money.
- Halima, beneficiary, ECHO-CCD 2019 project

Executingstandingsub-grant agreements: A
benefit of havingmultiple NGOsin the consortium
meant each agency’s legal team has reviewed
CCD'sserviceprovider contracts. Having these
pre-approved willspeed things up immensely; the
revised template can now be shared with other
members’ legal teamsfor review and approval.

ENABLING A UNIFIEDAND VISIBLE LOCAL
NETWORK

Enablinga unified network:Because of alack of
understanding and collective vision early on, as
well asthe absence of a Collaboration Manager,
the launch was difficult because some members
could notseethedifferencebetween CCD as a
network and CCD’s consortium as amodel. They
did notunderstand why they should continue to
participateif they were not partof the ECHO-CCD
consortium. However,the Steering Committee
was ableto build ashared understanding and
agreement on how CCD would move forwardand
the types of worktheywould focus on outside of
consortia. Members nowsee progress and activity
that isrelevant to them, outside of the
consortium’s work.
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COMMUNICATION ISKEY

Prioritise finding away to financially support an
in-country Collaboration Facilitatoror full-time
Collaboration Manager during the scoping/startup
phases, either by applying for operational grants or
having members contribute to an operational fund
tosupport CCD. Havingthis role established early
will help with relationship and trust building and

ensureall members are engaged equally.
Some suggestions on these rolesincluded:

e Maintain the CollaborationManager role as
a hosted, but separate, position that does
not serve within any member organisation.

e Make therolemoresenior level so theycan
hold countrydirectors responsible for the
agreements made by their agencies.

e Hireafull-timeroleto managetheconsortia
or project operationsto reportto the
Steering Committee, with adotted lineto
the CollaborationManager. The terms of
reference should look for applicants with
skillsets such as strong project management
experience, creative problemsolving,and a
communications background. Technical
skills are not necessarily required.

Engage with other in-country CCD networks to
learn from their experiences.

Afoundingmembersaid that they would have
found it helpful to have had exposure to other
CCD countries or visited their projects. They
suggest for other CCDs to review existing
secondary datato help them develop and
improve their processes, and share
information, including technical support,
guidance, etc., with other networks.

Setup amechanism
as partof thegovernance and other processes so
members can sharefeedbackin an honest, kind,
and constructive way. Versions of this should be
accessiblefor any consortia members, general
members, field teams, and beneficiaries. This
should also include away to anonymously convey
issues (separate from safeguarding reports).
Incorporate this into your ongoing monitoring and
evaluation work.

Define the communication processes for any
projects or consortiaduringsetup. How are
conflictingreports fromthefield relayed
externally? Is there a point person to vet
communications? Who should sign offon donor
communications?
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Establish aprocess for all membersto regularly
sharethe names of any joining or departing staff at
the national and field team levels, as well as
in-country decisionmakers, withthe Collaboration
Manager to minimise disruptions and issues.

Institute regular meetings between and across
consortium/project members, field and national
teams, technical experts, and agency decisionmakers.
Share minutes with the Steering Committee to
ensurefull transparency and that relevant
informationis communicated across the membership.

Send out monthly updates to all members. This
could bethe steeringcommittee minutes, any
upcomingor recent decisions made, dates for

upcomingevents, etc.

As part of the Governance Frameworkor MoU,
have all members agreeto informthe Steering
Committee when working on a proposal that could
includeinter-agency sub-contracting, so they can
reach outto CCD memberswiththe appropriate
strengths and geographic footprint to supportthe
grant-seeker. If co-member agencies are working
together on other projects thatincludeacash
component, these should alsobereported to the
Steering Committee to ensurethat this workalso
follows CCD’s collaboration standards.

ITISNOT AONE-WAY STREET

CCD can also benefitfromlessons learnt fromthe
ECWG members, PSNP, and others. They can
supportthis by organisinglearning events for the
entire cash community that are applicablefora
broader audience, including individual donors,
NGOs, policymakers, other implementers of cash
programming, etc.

Oneof the ECWG co-chairs advocates for all
CCDsto shareinformationfor the benefit of
the wider cash community (e.g. technical
support, guidance, etc.).

EFFICIENCY ISKING

ECHO’srepresentative workingwithCCD
Ethiopiaonitsfirst consortium repeatedly
emphasised the need for efficiency,
harmonisation, effectiveness, reducing
duplication, and, perhaps mostimportantly,
ensuringtaxpayer money is used effectively.

ECHO had been pushingfor their partners globally
to find ways within their contexts, without
prescribing methods, to harmonise their cash
programmes to improve efficiency and decrease
duplicationfor acouple of years before CCD
Ethiopiacametogether, which madethis project
the perfectfit. Their goalsincluded more
assessments, work with FSPs, and organisational
expertssharingtheir expertise within thefield.
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Actingasan operational alliance, even when not
collaborating on aspecific project or consortiumis
another way to help improve efficiency. Members
can contribute staff to a“surgeroster” or “expert
pool” to allow field teams skilled in certainroles to
move across agencies.

CCD membersalso believe thatintegrating
the Common DonorApproach(CDA),a
donor-initiativeintended to enable
collaboration between partners, early on will
help make CCDs more effective and efficient
and ensure accountability and transparency.

Some other benefits for catalysing CDAinclude
the potential for influence with donors given the
scale of members’ programming, collaboration
beyond financial pools, reportingthatis more
focused onthe “how” of doingcash, and
programmediversity enhancing collaboration
opportunities.

ECHO Ethiopia’srepresentative agreed. In his
feedback, hefeltthat CDA’seffortto bringdonors
around to doingcash in amore harmonious way
would also send amessage to partnersthatdonors
areprioritisinginteroperability and efficiency
between FSPs; good data protection; and
improved, more cohesive ways of working with
partners (other NGOs, CWGs, etc.). One of the
ways that CCD excels at this,from ECHO’s
perspective, was the segregation of responsibilities
that allows for accountability and the capacity to
capitaliseon specialisations and comparative
advantages of different NGOs to createamore
effective programme. Havingaclearly defined
termsof referencefor each agency and rolewithin
these alliances willmakeit clear whois responsible
for whatand seewherethereisroom for
improvement. In his view, having NGOsworkin
thiswaywill create amoreefficient and effective
standard than alarge-scale model.

Other suggested ways of implementingCDAina
way that benefits the cash valuechainisto:

e applyacommon approach acrossin-country
membersto contract FSPs

e employoneplatformtosharedatasecurely

e harmonisetransfer ratestoensureitisthe
sameacross NGOs and regions

e usecommon monitoringsystemsso CCD
canevaluate based onthe sameindicators

I11

e collaboratewith majordonors(e.g. ECHO,
OFDA, GAC) to get feedback on which
implementationmethods they have seen

workwell in similar contexts.

BUILD COLLABORATIONS THAT FITYOUR
NEEDS

While ECHO’s Ethiopiarepresentative
acknowledged that consortiums are easy for
donorsto support, hewas not convinced that they
workwell as their rigidness does not optimise the
potential for what couldhappen and allow
implementing agencies to act agilely. He thought
that havinga CCD in country could help donors
and agencies think about new waystoimprove
programmes, suchasemploying sub-grants to:

e involve NGOswith ahybrid of comparative
advantages and geographical presences

¢ makeuse of available secondary expertise

e develop astructure of “floaters” who can assist
acrossorganisations.

Hesuggested that there beone NGO (on
rotation) leading grant operations to improve
efficiency. Hethought adedicated Consortium
Manager could also improve processes.

Be willing to experiment. CCD Ethiopiais currently
triallingvarious models to seewhich fits their

context and needs best.

OPPORTUNITIES FOR GROWTH

INTEROPERABILITYAND REDUCED
BARRIERSTO COLLABORATION

Updating Governance Frameworks: Itis
important to have abasic MoU, policies, and
frameworks in place so members canstart working
together, but these should be updated as lessons
arelearntduringprojects. New points could
include how to share staff, office, cars, etc. to
streamline operations andimplement feedback
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Halimais an IDP living in the Somali region. She fled intercommunal conflict with her mentally ill
husband and 7 children two years ago. Receiving cash assistance has given her freedom to buy

what she needs most, food for her children. “I had farmland, goats, and | wasleadinga good life. |
lost my brother and my property and was left destitute due to the conflict. We arrived here with
nothing to eat or feed our children.” - Halima, beneficiary, ECHO-CCD 2019 project

© Fitalew Bahiru /World Vision
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mechanismsto help members communicatein an
honest, kind, and constructive way.

Standardising operating procedures: Ensure
consistentuseof zero tolerance policies across all
organisations against staff showingbiases and
other protection concerns.

[Our community has faced anumber of challenges \
because of thedrought and recurrentflooding...and
have beenindire need of food and other necessities.
[The ECHO-CCD consortium] has provided support
to all needy peoplewithout anydiscrimination.

( Umar, chairpersonof Kobe kebele, Somali region J

Resolve anytechnical difficulties and concerns
with shared technologies before utilisingin
futureimplementations.

Fosteringrelationships and trust: Putin place
mechanisms within allinteragency/project/
consortia/sub-contracting agreements, that detail
and assign communications tasks (e.g. timelines
and contacts; approval processes for contact with
various actors, such asdonors; reportingto the
Steering Committee; etc.).

Adoptashared collaborationplatformto chat,
sharefiles,communicate with working groups,

discuss learnings from each other contexts, etc.

Trickledown communications (e.g. newsletters,
etc.)from CCD globalto national members viathe
Collaboration Manager, Executive Committee, and
global working groupmembers.

COLLECTIVE IMPACT

Exertinginfluence: AECWG co-chair
suggested that CCD would be well placed to
support governmental efforts towards asocial
protection platform by designing responses
informed by assessments, not just checklists,
and improve the system'’s flexibility to be more
timely and take into considerationthe
preferences of affected populations.

Combiningvoices: Advocate on vulnerability
criteriatobeprioritised as part of targeting, the
application of methodology to influencecriteria
definitions, verification, and registration processes.

Be moreeffectiveatincreasingfinancialinclusion
rates via advocacy and networking.

Communally encourage donorsto:

e onlysupport NGOswho areutilisingCCD’s
collaborative approach

e understand CCD’s collaborationmodeland
agree to CCD selectingtheimplementing
agencies accordingto strengths and
geographical footprint.

| =

SHARED CAPACITY AND POOLED
RESOURCES

Buildingskills: One of the obstacles thata
member organisation facesintheircash
programmingworkis the low level of
awareness, skills,and knowledge on cash
management, both internally and externally.

Thisshould be afocus of thecollaborationunit.
The unitshould also address the need for technical
advisorsto createlinks, engagein co-solutioning,
and develop innovations that can bereiterated
across agencies, asthe NGOs’ cash advisorsare
deeplyinvolved in programme implementation and
do nothave the necessary distance/time/brain

spacetosupport.

Prioritise providingmembers appropriate trainings
and materialsfor field staff and other non-experts
participatingincash programmingas an ongoing
need. Other suggestionsinclude:

e havingmembers’technical teams get
together to share knowledge

e educatingfield teamsand national staff on
working collaboratively versusin
coordination

¢ buildingcapacity of all agenciesin gender
mainstreamingsowork can beundertaken
by a CCD member rather than aconsultant

e creatinglines of communications across
agencies (either through communities of
practice or informally through messaging
services, e.g. WhatsApp)

e disclosingevidence (e.g. documenting cost
benefits at the national level)

e mobilisingresourcesjointly

e facilitating CCD’s approach onother
collaborative projects

e contributingstaff towards human resource
intensive tasks

e sharingserviceproviderlists.

AGILE AND CONTEXT-APPROPRIATE
SERVICESAND PRODUCTS

Establishing rapid response mechanisms: Seek
fundingfor asurgeroster. Help improve existing
mechanisms to be timelier, including instating
sub-grant agreements between all members to be
abledeploy assistance morerapidly.

SYSTEMS CHANGE

Strengtheningnational cash collaboration:
Generate evidence to show how the collaboration
modelswork and benefit beneficiaries, users, and
donors, and spread learningto other networks.

Link CCD with Ethiopia’s HumanitarianResponse
Plantoincorporateearlyactionatforecasttime.



Abdella, chairman of a livelihood collective, in the fields that
their community farmers irrigate and tend in Dire Dawa,
Ethiopia. With guidance from CRS and its partners, they dug
a borehole to access groundwater and now use a pump to
irrigate their crops inthe dry season.

“We gained knowledge on how to use technology to

increase our productivity”, said Abdella. “We dug the

borehole by hand with shovels. All the group members

helped. We worked nights and days. It took 24 days.” They

grow tomatoes, hot peppers, potatoes, onions, oranges, P' ]

papayas,and guavas. Together the group of six men and six
women sells up to ETC 40,000 (US$1,400) eachseason
(three times a year). This has enabled them to “save money
for maintenance, fuel, oil, and grease” Abdella reported.

These natural resource management activities are part of
CRS’ development food security activity, which is helping
improve the food security and diversify the household
incomes of 240,500 PSNP beneficiaries in nine woredasin
Ethiopia. The activity is part of a consortium project
managed by CRS’ NGO partners and led by CRS.

Abdella said, “We were already farmers. We knew how to
farm and plant crops. But [this project] shared knowledge on
how to use technology to increase productivity. [Their]
experts provided awareness on how to use irrigation.”

© Will Baxter /CRS
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Collaborative CashDelivery (CCD) Network s a global network of international NGOs
who operatein every global humanitariancrisis that provides cash programming.
CCD’s partners are estimated to deliver 80% of the “last mile” cash assistance. The
collaborative cashpartners are committed to transforming the delivery of cash
programming through the collective impact of cash programme delivery.

www.collaborativecashdelivery.org
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