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Executive Summary and Acknowledgments

This Strategy Paper seeks to be both a policy-making tool, contributing to the ongoing discussion on the evolution
of intervention methodologies in Northern Uganda, as well as a practical hand-guide for development partners
wishing to develop Voucher-for-Work projects in the region and abroad. As such, the Paper includes practical
implementation guidelines and template documents used by ACTED in its VfW operations.

The key VfW Lessons Learned developed in this Strategy Paper include:

- VIW is compatible with a wide range of labour-intensive works, but is particularly relevant for
activities which rely on unskilled labour and have low material construction costs, such as road
opening, up-keeping of woodlots, cleaning of public spaces and opening of agricultural plots.

- VIW is a very flexible scheme; although it has traditionally been associated with projects
supporting agricultural production, it can be adapted to a wider range of livelihood interventions,
including support to urban households or facilitating access to primary education.

- Development partners should systematically assess the context’s suitability to VfW before
choosing this payment method (see the VfW Checklist).

- Extensive community mobilization is essential to the successful implementation of VfW projects,
and should be repeated throughout their duration.

- Voucher redemption is crucial. Redemption modalities can be tailored to a project’'s specific
environment; in all cases, however, opportunities should be organized early on in the project, and
should be repeated regularly throughout the project duration. It is also essential to assure that
items available are diverse and adapted to beneficiaries’ needs

- Agencies should guarantee that they have the human and financial resources to implement VfwW
projects, as they entail demanding logistics and finance procedures.

The Paper is based on ACTED’s experience in implementing VfW projects in Northern Uganda, but widely
benefited from the conclusions of a stakeholders’ conference, which was funded by FAO and organized by
ACTED and FAO in January 2009 in Gulu. ACTED would also like to thank Gulu district officials, donors, and
development partners who participated in this enriching discussion. The annexes included are templates used by
documents, meant to serve as an example, among others, of how ACTED has implemented VfW projects. A
number of these templates, however, were drawn from an Operations Manual developed by FAO (April 2008) to
support the implementation of a project coordinated by FAO and implemented by the non-governmental
organizations ATU (Appropriate Technologies Uganda), UNADA (Uganda National Agro-Input Dealers
Association), ACTED and ASB (Arbeiter Samaritans Bund) in Gulu and Pader districts, Northern Uganda.
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l. Introduction to the Voucher-for-Work (VfW) methodology

1. A brief background

As intervention contexts shift from emergency to recovery, agencies supporting local communities must
find ways to adapt their approaches, tailoring them to this gradual normalization process. In particular,
methodologies effective in humanitarian settings, such as free hand-outs of food or household items,
lose their relevance in early recovery or development setting, where the resumption of traditional
livelihoods is at stake. The emergence of Voucher-for-Work (VfW) projects stems from actors’ attempt to
grapple with these changing objectives by applying vouchers, initially used for beneficiary registration
during free distributions, to work-oriented methodologies.

Defining « Voucher-for-Work »

Voucher-for-Work (VfW) refers to projects in which
beneficiaries are paid in vouchers (printed cards
designated as having monetary value) in exchange for
work performed on labour-intensive projects; the
vouchers can then be exchanged for specific items,
including agricultural inputs such as seeds, tools or
livestock as well as bicycles, household utensils, iron
sheets (for private housing) etc.

The changing context in Northern Uganda makes it a relevant case study for the implementation of VW
projects, as an increasing number of development partners have adopted VfW to tackle the changing
needs of populations leaving IDP camps to return home.

Northern Uganda: A Case study for VfW implementation

The security situation in Northern Uganda has significantly improved since the signing of the 2006
Cessation of Hostilities between the LRA (Lord’s Resistance Army) and the Government, which ended
twenty years of fighting and exactions against civilians. Despite agreement on all agenda items, the
peace process has been on hold since April 2008, when Joseph Kony failed to appear for a planned
signing ceremony. This fragile breakthrough has nonetheless brought about sustained stability to the
region; a trend which has, for the moment, not been altered by renewed fighting between Ugandan
forces and LRA groups in the Democratic Republic of Congo in December 2008.

The stability has allowed in particular for very significant increases in the number of Internally
Displaced Persons (IDPs) returning to their homes. Although up to 90% of the population in Northern
Uganda was once living in IDP camps, only 35% of former IDPs remain in camps in the Acholi sub-
region (UNHCR, December 2008). The move away from camps calls for marked changes in aid
agencies’ interventions as people shift away from assistance and attempt to resume normal
livelihoods, albeit in a difficult environment.

Indeed, the return process brings about a new range of challenges. Access to drinking water is
hazardous; and until their first harvest, returnee households often lack food as markets are not yest
established, and cash is not readily available. Years of fighting mean that access roads and social
services, such as schools and health centres, are few in numbers and of poor quality. Finally, the area
has witnessed a stark increase in the number of armed robbery, petty theft and domestic violence on
account of low rule of law and governance capabilities.

It is in this context that an increasing number of agencies have adopted Voucher-for-Work projects,
with the double aim of supporting recent returnee households and improving basic infrastructure in
return areas.
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2. Overview of VW projects

Road construction is the most common type of public works
associated with Voucher-for-Work methodologies, as it is
particularly relevant to its livelihood objective. Indeed, the
labour-intensive nature of the work allows a high number of
unskilled community members to be involved; furthermore,
construction material costs in road construction activities are
relatively low (compared to other types of activities), thereby
maximizing the budget which can be devoted to labour costs
through voucher payments.

However, VfW has also been used successfully on different
types of construction works, including the construction and/or
rehabilitation of communal buildings (classroom blocks, staff
houses, public latrines, markets, dip-tanks) or the construction
of private infrastructure from vulnerable populations, such as
housing, granaries, and latrines.

A wide range of activities can therefore
be envisioned under VW, provided they
entail labour-intensive work. They should
also strike a balance between the
amount of materials necessary to ensure
quality works and the vouchers’ amount
transfer.

Other suggestions therefore include
market construction; spring protection;
cattle crushes; fish ponds; plot clearing
and  weeding (linked to  crop
multiplication or projects to support
small-scale agriculture); cleaning of
public places (to the right, drainage
trench clearing in Mathare-Huruma area,
Nairobi, Kenya); or re-planting of wood-
lots and orchards.
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lI.  Choosing VfW projects: A preliminary assessment

A major Lesson Learned regarding the implementation of VfW projects is the need for implementing
agencies to systematically assess the suitability of this methodology. Indeed, development partners
often fail to be self-conscious about their choice of payment method. Because beneficiaries are less
familiar with vouchers than with food or cash, the adoption of VfW in an unsuitable environment is likely
to translate into low beneficiary turn-out and a limited impact on beneficiaries, threatening the successful
achievement of the project objectives. Alternatively, it may force the agency to change its
implementation arrangements mid-way into the project (by changing to Cash-for-Work for example),
leading to confusion and mistrust among beneficiaries, as well as delays and additional costs for the
implementing partner.

This preliminary assessment includes three major steps. Firstly, an agency should weigh the
advantages and disadvantages of VfW in light of the project’s objectives. Secondly, a comparison with
other payment methodologies, most notably Food-for-Work (Ff\W) and Cash-for-Work (CfW), is often
needed. Finally, this assessment implies evaluating the relevance of VfW to the proposed area of
operation.

1. Why use vouchers: Advantages and disadvantages of this payment scheme

Compared to construction projects in which agencies contract the work to local or external companies,
VfW projects doubly benefit community members. Not only do they gain new/better infrastructure
(roads, schools, health centres) but they also benefit from the project’'s process. The inputs earned
through the voucher payments benefit individuals participating in the works, while the labour-intensive
works benefit the community as a whole.

However labour-intensive, community-based projects can also be implemented through other payment
methodologies, most notably FfW and CfW. Each of these methodologies has specific benefits, more or
less relevant depending on the individual projects’ objectives. In that regard, VfW has four primary
advantages.

1) Re-valorization of work
Compared to free hand-out of inputs, which are common in emergency settings, VfW projects
accompanies the transition to recovery by reinstating the value of work. As such, VfW can be an
effective means of reducing beneficiaries’ dependency on external actors.

2) Beneficiary empowerment
In contrast to FfW, which compensate beneficiaries through given products (beans or maize for
example) VW projects empower beneficiaries to choose the items they’ll be able to access through their
labour. This freedom of choice is a powerful way to mark the transition from emergency settings and to
reinstate a sense of normalcy among beneficiary communities. It can also bring about a sense of dignity
and self-respect as beneficiaries are able to shop for their products, either during fairs or at local
retailers.

Moreover, unlike FfW projects whose inputs are usually consumed immediately, the empowerment
component of VfW projects encourages long-term thinking, planning and intra-community coordination.
For example, beneficiaries are encouraged to save and/or pool their vouchers to access larger inputs
such as bulls or other livestock.

3) Selectivity of inputs
While ensuring a limited degree of choice, VW simultaneously ensures that all items purchased by
beneficiaries are productive items. In particular, VfW limits anti-social uses associated with Cash-for-
Work projects, most notably the purchase of alcohol. As such, VW has a strong gender empowerment
component, since women’s wages are less likely to be claimed by the male head of household than
when paid in cash.

VW projects have often been implemented in agricultural areas; as such, inputs have been selected for
their potential impact on household crop/animal production.
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Inputs therefore tend to include the following:
» Livestock (e.g. cattle, goats, ducks, chickens, turkeys, pigs)
Seeds (e.g. beans, maize, groundnuts, simsim, vegetables)
* Tools (e.g. ox ploughs, handhoes, pangas etc)
» Secondary inputs to production (e.g. iron sheets, gumboots, bicycles)

However, this input selectivity remains flexible; and an agency wishing to focus on other areas could
easily tailor VW to its proposed sector of intervention. This is simply a question of diversifying the inputs
available for voucher redemption, preferably on the basis of a community needs assessment
establishing beneficiaries’ top spending priorities (see Section Il below for more details on redemption
modalities). A ‘Back-to-School’ voucher project, for example, could have beneficiaries redeeming
vouchers against school uniforms, books, pens, and even school fees. Likewise, a project could focus
solely on animal husbandry, with animals and drugs available in fairs for example.

4) Security

Finally, VfW projects mitigate security risks, both for the implementing agency and for beneficiaries.
Although vouchers can effectively be used to purchase items, they are less fungible than cash since
their redemption is constrained to a specific number of items, at a specific redemption location. As such,
a voucher distribution is a lesser target for armed ambushes, and voucher movements are also less
prone to thefts and corruption. Finally, the procedures of voucher distribution and redemption (see
Section Ill below) allow for internal checks and balances. For example, it is possible for the agency to
verify that the receiver of a voucher is the same as the one redeeming it, as all vouchers are identified
by a unique serial number. This is a strong guarantee against fraud.

Despite these advantages, VW projects also have a number of drawbacks, most of them linked to the
scheme’s practical implementation. These challenges, as well as possible remedies, will be detailed in
Section Ill below, concerning VW implementation guidelines. The two major drawbacks are
beneficiaries’ preference for cash and/or initial reluctance to vouchers, seen as “fake money”; as well as
the logistics and financial procedures involved, more demanding than for other methodologies.

Advantages and Disadvantages of VW

Voucher-for-Work projects benefit both the community
(through the public works) and the individual (through
the inputs earned). Furthermore, the payment in
vouchers empowers beneficiaries while limiting anti-
social uses and security risks. However, it
necessitates intensive mobilization of beneficiary
communities during and throughout the project, as
well as closer logistics/finance oversight on the part of
the implementing agency.

2. Comparing Voucher-for-Work with Cash-for-Work and Food-for-Work

As alluded to in the previous section, the benefits and drawbacks of VfW are most obvious when
comparing it to other payment methodologies, notably Cash-for-Work (CfW) and Food-for-Work (FfW).
The table below, developed during a Best Practices conference held in Gulu in January 2009 to
compare the three methodologies, sums up the three methodologies’ respective advantages.

The most potent advantages of VfW when compared to FfW lies in its flexibility and long-term
livelihood impact. Where FfW does not allow beneficiaries to choose the items earned through their
labour, VW empowers beneficiaries to select items. It also gives them the opportunity to pool and/pr
save vouchers and access larger inputs such as oxploughs, cattle, iron sheets etc. Although FfW
projects may have an immediate impact in situation of food crises, this access to a greater variety of
inputs make VfW a more effective tool to sustainably improve households’ livelihood strategies. CfW
projects offer, of course, an even greater flexibility for the beneficiaries as they can even choose to save
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their earnings, which is impossible with vouchers. However, the drawback of CfW is in particular the use
of cash on anti-social/unproductive activities.

In addition to this input selectivity, the most potent advantage of VfW when compared to CfW
concerns the methodology’s relative security. Risks of armed ambushes on distribution points and
robberies against beneficiaries are much higher when payments are effected in cash. Under VW
projects, cash movements are minimized by the fact that a small number of vendors are paid in cash
(rather than all beneficiaries) and these payments, as much as possible, are done in the agency’s office
rather than on project sites. Mismanagement and corruption can occur in VfW projects, for example
through the sale of vouchers and/or counterfeiting. However, this risk is also considerably smaller than
for cash payments; not only are the incentives lower (vouchers are harder to use than cash) but the
possibility of checks-and-balances is greater (since all vouchers are issued with a unique serial
number).

Precisely because of the more constraining VfW procedures, CfW projects are on the whole easier to
manage than VfW projects, especially when the cash distribution is outsourced to a bank. The tracking
of vouchers distributed and redeemed can be a time-consuming process, made particularly difficult if the
agency has different projects using vouchers and/or large amounts of vouchers disbursed under each
project. Conversely, though, the use of a voucher tracking database, for example, gives the
implementing agency effective tools to collect beneficiary and voucher figures (see Document 6 in
Annex for an example). A Lesson Learnt is therefore that the successful implementation of VfW project
is enhanced by the presence of staff exclusively devoted to the project Voucher component
(mobilization, issuing of vouchers, organization of the voucher redemption, monitoring of voucher
disbursements). This can represent a high start-up cost for an agency starting to implement VfW
projects and stretches the capacities of organizations with limited field staff.

Parameters FFW VFW CFW

Improve agricultural livelihoods
Limit risk of misuse

Security for staff

Allow choice of items

Adequate where no bank system
Easy logistic requirements

Total 18 22 17
Table 1. Relative ranking of FfW, VfW and CfW (World Vision, Gulu Workshop, January 09)*

3. When to use vouchers: Appropriate contexts for a VfW intervention

In addition to weighing VfW advantages and disadvantages in light of a project aims and objectives and
comparing it to other payment methodologies, an agency should also assess the relevance of VW to
their proposed area of intervention. Indeed, Voucher-for-Work projects are most appropriate under
specific conditions:

Negative contextual elements

= Relatively insecure environments, with high levels of crime and/or corruption
In these environments, the use of cash represents a security risk, both for the agency and the
beneficiaries. Voucher distributions are less likely to be targeted by armed ambushes; and beneficiaries
are less likely to be mugged and/or pressurized for bribes when they are paid in vouchers.

= Areas in which the banking system is weak/underdeveloped and/or where the economy

is relatively under-monetarized
In areas where access to trusted and functioning banks is rare and/or difficult, the relative advantage of
cash payments are minimal, since beneficiaries do not have the opportunity to save their earnings. As
earnings in transition environments are often exclusively spent on products, vouchers with the same

' This table was developed by World Vision as part of the stakeholders’ conference organized in Gulu, Northern Uganda in
January 2009. The three methodologies are ranked according to different criterion, from 1 (lowest) to 4 (highest). Of course, this
table is tailored to the situation of Northern Uganda, and will vary with different contexts.
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output as cash (purchase of products) and none of its negative side-effects, represent a viable
alternative.
Positive contextual elements

= Areas in which other actors are not implementing Cash-for-Work projects
Communities tend to be reluctant to vouchers, which they see as “fake” or “paper money.” It is essential
for an agency to to avoid implementing VW and CfW projects in the same geographical areas as
beneficiaries will be likely to unfavourably compare voucher payments to the cash payments, leading to
low turn-out and/or resistance to VfW. This assessment confirms the need for planning as well as close
coordination with various levels of government and with other agencies during the needs assessment,
so as to be fully aware of the different initiatives taking place or planned in the proposed area of
intervention.

= Activities requiring unskilled labourers

First and foremost, unskilled labourers are more likely to be vulnerable, and therefore to have a greater
need for livelihood support, than skilled labourers in early recovery contexts. Secondly, skilled labourers
have been, by experience, more reluctant to accept vouchers than unskilled labourers. This is mostly
due to their focus on gaining a livelihood through their skills, rather than through their agricultural
production; they have both a lower need for agricultural inputs and a greater number of income
generating opportunities in exchange of their services Thus, community acceptance of VW will be
easier to secure for activities requiring a majority of unskilled labourers and/or in contexts with relatively
under-developed labour markets.

= Areas where vendors have diversified products and sufficient stocks

VfW are relevant in areas where there is a need for a given type of input (agricultural inputs for
example) and where there is a diversified and plentiful offer of these inputs. As will be detailed below,
voucher redemption modalities are varied, spanning from the organization of voucher fairs to the
redemption of vouchers at stockists, local retailers and even supermarkets. Independently of the
redemption modalities, though, VfW should not be implemented in contexts where items are scarce and
where it will be difficult for beneficiaries to have access to a diverse range of products. Indeed,
beneficiaries are very likely to become discouraged if they are unable to redeem their vouchers against
the products they need or if they deem prices to be unreasonably high.

Check list for the use of Vouchers

v" Does the methodology’s comparative
advantage (empowerment, selectivity of
inputs, security) fit the project objectives/
target outputs?

\ Is the environment relatively insecure, with
threats of theft/armed robberies?

V' Is the banking system weak/ non-existent?

V' Is there a need amongst the community for a
given type of inputs?

v Do locallexternal vendors have a diversified
stock and enough supply to cater to this
demand?

V' Are other actors implementing projects in the
same area under different compensation
methodologies?

V' If so, are these methodologies compatible
with VIW?

V' Does the agency have the logistics and
financial capacity to implement this project as
a VIW project?
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lll.  Implementing a VFW intervention: Lessons Learned

1. Launching a VfW: The importance of effective beneficiary mobilization
The inception of a VW project can be broken down in three successive steps.

= The selection of labour-intensive VfW activities and target sites
As pointed out above, VfW methodologies are compatible with a wide array of labour-intensive,
community-based works. In all cases, the selection of specific activities and target sites entails
preliminary discussions with different levels of local authorities and should, whenever possible, be
finalized through the signature of a binding agreement (such as Memorandum of Understanding) with all
the project stakeholders, including all levels of government, but also authorities (in case of construction
authorities) and Project Management Committee members or foremen.

Activities which can be implemented as VW

A Voucher-for-Work methodology can be applied to awide

range of projects. Previous examples include:

e Construction/rehabilitation of roads.

e Construction/rehabilitation of buildings (school classrooms,
latrines, school/health centre staff housing units).

e Construction/rehabilitation of market structures.

e Construction/rehabilitation of cattle crushes, dip tanks, fish
ponds.

e Construction/rehabilitation of landing sites for fishermen.

e Clearing and ditching of land (for crop multiplication/
demonstration).

* Planting of wood lots and orchards in public sites like
schools.

e Cleaning of public places / trash gathering.

= Community mobilization
The main Lesson Learned in that regard has been the importance of planning and delivering effective
community mobilization, to be sustained throughout the project duration. This is absolutely crucial to any
VIW project’s successful implementation.

Mobilization meetings at the onset of the project should cover the project’s rationale, its expected
benefits, as well as an overview of the Voucher-for-Work methodology (work supervision arrangements
as well as timing and modalities of voucher distribution and redemption). Mobilization meetings should
also pro-actively address recurrent concerns, most often linked to voucher redemption (how often
redemption opportunities will be organized, which items will be available, hoe to avoid fraud). It's also
very important to stress the partnership dimension of the project, the fact that the communities’
commitment is essential for the project. One way to enhance ownership of the project is to ask for a
community contribution, for example in the form of free construction materials (sand, marram), and to
include this provision in the MoUs signed at the onset of the project. The regular involvement of local
leaders is essential for the message to be delivered effectively; this implies liaising with them and
explaining the project’'s activities, objectives, target outputs, community contributions and VW
procedures.

Finally, it is vital for community mobilization to be renewed regularly throughout the project. This should
not only be in reaction to low or decreasing beneficiary participation, but instead it should be a recurrent
element of the project cycle. VfW procedures may be adjusted, item prices can fluctuate, items available
for voucher redemption may change and/or new beneficiaries join the project; as such, regular re-
mobilization serves as an effective forum for dialogue with community members on these issues, as well
as on the project’s overall progress and implementation arrangements.
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= Beneficiary registration
The last step of the project inception is the registration of beneficiaries interested in participating in the
VfW scheme. This is usually done at the end of the first mobilization meeting, and is an opportunity for
implementing agencies to prioritize certain categories of beneficiaries if this is required by the project
objectives. At this stage, for example, Extremely Vulnerable Individuals may be identified and given
roles not requiring heavy labour work, such as store keeping, completion of attendance sheets etc.

If there are too many interested beneficiaries willing to work, thus making the work difficult to supervise
and inefficient, it is recommended to set up a rotation system, whereby beneficiaries are rotated off the
project after having worked a set amount of days (to be decided upon at the beginning of the project). A
rotation system can also be used to increase the number of community members having been involved
in the project, a way to increase community ownership of the project. It is most relevant for unskilled
workers, though, as skilled workers are often in short supply; a rotation system would therefore
potentially disrupt the work progress.

2. Work supervision and payment

=  Supervision
VW is compatible with different forms of supervision arrangements. Foremen are skilled labourers
chosen by the implementing agency for their skills and demonstrated experience in the activities at
hand. Although not employees of the agency, the foremen monitor and supervise the works on site on a
daily basis, take attendance records and note the tasks completed or days worked per beneficiary.
Foremen are paid as skilled labourers and are particularly relevant in building construction works
(classroom blocks, houses, latrine blocks), which necessitate constant attention and supervision.

An alternative is to have the beneficiary community elect representatives at the onset of the project
(usually 1 per 15 beneficiaries). These Project Management Committee (PMC) members are then
trained by the implementing agency in works supervision and VW procedures. This arrangement has
the advantage of training local people in work construction and management, but often they lack the
skills, knowledge and motivation of foremen. As such, they are most effective on road construction
projects, for example, as these are less technical than infrastructure construction/rehabilitation.

Finally, it is important to involve local officials in the regular monitoring of activities and report regularly
on the project progress; their regular involvement is especially critical for the resolution of conflicts
arising within the community or between beneficiaries and the implementing agency. Of course, both
foremen and PMC members are supervised by the agency’s staff (Site Supervisors, Extension workers,
Civil Engineer), whose daily presence on site is the most effective way to curb ghost workers and
inflated payment sheets. Based on ACTED’s experience, Site Supervisors should not have more than 2-
3 sites to supervise so as to allow for consistent oversight and beneficiary trust towards the project
implementers; this is particularly important in building construction, which requires considerable follow-

up.

= Payment
Payment schemes usually distinguish between skilled and unskilled labourers; their respective wages
should be adopted so as to have the least distortion possible on the local labour market. In Northern
Uganda, a group of donors and NGOs have tentatively agreed on a set of Guiding Principles for CfW
and VfW activities, which sets the daily rate at UGX 3,000 (USD 1.5) per day for an unskilled worker,
and double that amount for a skilled worker.

A Lesson Learned with regards to beneficiary payment is that it is more effective to pay on the basis of
tasks accomplished rather than days worked. A task is an assigned activity which corresponds to a set
payment; for example ditching a 20m portion of road. Although task systems require a clear breakdown
of activities (sometimes difficult in construction work for example) as well as extensive communication
with beneficiaries at the onset of the project, task rates are preferable as they avoid purposeful delays
and ensure quicker progress. Furthermore, it is recommended that development partners, UN agencies
and local governments agree on a uniform task rate for the area/region in order to avoid competition
between projects and differential beneficiary treatments. They are also encouraged to develop regional
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common standards on the type of activities constituting to a specific task (i.e. bush clearing, 20 metres
of road construction, culvert installation, tree removal etc.).

Vouchers are printed as “paper cash”; they include the ACTED and donor logos, the project name as
well as its zone of implementation. Vouchers are usually printed in denominations of UGX 3,000 or UGX
4,000, corresponding to the daily/task rate used in the project (see Document 4 in Annexes for a
template). This relatively small denomination allows beneficiaries to break down their market fair
purchases in a variety of products, since they can buy fromdifferent vendors. In some projects, ACTED
has also used smaller denominations (down to UGX100); although this increases payment flexibility
(allowing beneficiaries to buy small tins of seeds for example), it also increases the printing costs (since
a variety of voucher templates have to be issued).

The vouchers are to be distributed to beneficiaries after a certain number of days worked, usually every
three weeks. However, a Lesson Learned is that it is important to remain consistent with regards to
distribution schedules, ie abide by the agreed schedule. Of course, the rate of work can dictate when
payments are made as a sufficient amount of work needs to be completed in order to make a payment
worthwhile. Conversely, frequent payments can be a way to re-motivate beneficiaries and increase turn-
out on a site where participation has been on the wane.

Another Lesson Learned relates to
beneficiaries’ use of vouchers after
distributions. In certain cases, beneficiaries
have been reported to sell their vouchers (at a
loss) to stockists/vendors for quick access to
cash. It is therefore important for the agency
to monitor for these forms of abuse; regular
oversight and effective mobilization on the
benefits and advantages of Vouchers are the
best way to prevent these malpractices. In
addition, Letters of Agreement signed with
vendors (see Document 9&10 in Annexes)
explicitly specify that the agency will prosecute
vendors found buying vouchers for cash from
beneficiaries and/or knowingly selling inputs

3. Voucher redemption A voucher payment for work on an access road

The principle of voucher redemption is that beneficiaries are able to “buy” inputs using their vouchers,
which are then redeemed by the vendors for cash. As was noted above, the VW methodology can be
applied to very different activities and contexts; similarly, it is possible to implement different modes of
voucher redemption. This includes the punctual organization of market fairs by the implementing
agency, the use of local stockists, and even the cooperation with bigger retailers such as supermarkets

When organizing market fairs, agencies need to recruit local and external vendors to participate in the
fairs; assess their products and register them as certified vendors; bring together vendors and
beneficiaries at a given day in a site close to the villages; and, finally, pay vendors the cash equivalent
of the vouchers they will have received during the fair. The procedures and documents necessary for
the organization of market fairs, most commonly used by ACTED in Northern Uganda, are detailed in
the Annexes below. This method has the advantage of being responsive to beneficiary needs, as the
kinds of inputs available for redemption are directly controlled by the agency (since it selects the
vendors and agrees with them on the type of items they are to bring). It is a strong guarantee for the
quality of the products and type of products which will be available at the fair. It is also an advantage in
environments where local shops do not have the capacity to handle the requirements linked to the
project procurement and VW procedures (see Annexes for a discussion).

Working with stockists (shops permanently based in towns close to project sites and run as private
enterprises) and/or bigger retailers requires less input from the implementing agency. In this case, the
agency simply selects partner stores at the onset of the project and communicate their location to
beneficiaries, who will then be able to redeem their vouchers whenever they want to (ie without having
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to wait for a given market fair day). Stockists should then be able to cash in the vouchers they have
collected on a regular basis. Stockists/retailers are therefore more flexible than market fairs, and can
represent a more meaningful contribution to the empowerment of beneficiaries, who are able to “shop”
normally. Moreover, this method can also have a positive impact on the local economic fabric by
building the capacity of local stockists and providing them with a regular demand over the course of the
project. In essence, vouchers help in that case to create a market, ie producing a demand which will at
least kick-start and/or support existing businesses. However, it is harder for agencies to have a say on
the inputs available; in fact, unreliable availability, limited inputs at the stockists, or irregular stockist
opening hours, for example, can be a cause of beneficiary alienation over the course of the project.
Furthermore, the danger of voucher fraud is higher, as stockists are more likely to try to duplicate the
vouchers or buy vouchers for cash (at a lower amount than their face value).

Voucher-for-Work in Nairobi slums:
Implementing VfW pro