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This document resumes the agreed principals and main elements of the institutional set-up: In order to avoid any later frictions, all main actors involved have agreed to this document.
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· Lean management structure – only a few permanent staff on a consultancy basis – part-timer when needed.


· The Cash project document is the compulsory basis for the project implementation – no changes without agreement HQ – only based on written suggestion; if agreed as amendment to the project document.
 

· Cash project must implement strictly based on aim and procedures agreed. Therefore SDC COOF define a liaison officer: He will participate the weekly review and planning, will inform the coordinator regularly on progress and supports the Cash project during important periods or public events if required.

· Institutional framework: The Cash project will be implemented without a special MoU (memorandum of understanding). In the press release the cooperation with the Ministry of Labour and Social Protection will be mentioned as well as the harmonisation of the contribution with the Ministry of Agriculture.
· SDC set-up of the CfvV: The line of command and the type of backstopping has to be defined before star-up mission of Tom Meyer in December 7th by GFA in cooperation with Egon Rauch
Staff

1.1 Standards (see Cash workbook)

Good recruitment and management of local staff is essential for the implementation of the project. It is the duty of the project manager.

· To consult the recommendations of the assessment mission and check the standard list for staff required for a Cash Project.

· As a rule, look for good professionals, search for them by public advertisement. Apply the same procedures for recommended persons.

· Keep the salaries closer to the local level than to international standards.

· Use standard contracts of employment and state your expectations during the first meeting. Staff working for Cash Projects sometimes has to be ready to contribute more than local officials does usually.

· Look early for short time staff that you are ready to engage them on a daily basis when needed.

1.2 Liaison officier Mihail Tcaciuc

	Function


	· Direct liaison between COOF and Cash project

· Introduction of new staff to SDC rules, philosophy and COOF regulations

· Support the PM in strategic and institutional matters

· Participation at moment forts

	Organisation
	· Participating of the weekly review and planning (basis for the weekly report)

· On mutual request


1.3 Profile of staff for the Cash project

	Project assistant PM
	Function: 

· Assistant of the Swiss Project Manager

· Taking responsibilities for a small team

· Instruct and organising a verification and monitoring team

Profile

· Fluent in Rumanian, in Russian and English knowledge in speaking and writing

· Working experiences with humanitarian organisations

· Good computer knowledge Word and Excel

· Basic knowledge of project implementation and monitoring


	Database manager
	Function: 

· Responsible for creating the database for approx. 7’000 beneficiaries

· Description of the database for users and in case of replacement by sickness etc.

· Merging additional Excel list

· Screening double entries

· Integrating verification and monitoring data

· Statistic reports

· Establishing beneficiary lists for publication and for payment; back-up

Profile: 

· Fluent in Rumanian, in Russian and English knowledge in speaking and writing

· Working experiences with MS Access database

· Good computer knowledge Word and Excel

· Basic knowledge of project implementation and monitoring



	Secretary / receptionist
	Function:

· Responsible for general secretary tasks: letters, providing translations, filing of documents in paper and electronic format 

· Assists office management

· Cash book records

· Typing data into the database

Profile: 

· Fluent in Rumanian, in Russian and English knowledge in speaking and writing

· Friendly appearance

· Good personal and organisational sense

· Good computer knowledge Word and Excel

· Working experiences as administrative assistant



	Driver
	Function:

· Responsible for general secretary tasks: letters, providing translation, filing of documents in paper and electronic format 

· Assists office management

· Cash book records

· Typing data into the database

Profile: 

· Fluent in Rumanian and Russian

· Elementary knowledge in English speaking 

· Licence category B

· Driving experiences at least 5 years; careful driver

· Age: between 30 and 40 years



	Topics for interviews with candidates
	· Salary on the base as discussed with COOF

· Willingness to work overtime if required by the project

· Fieldtrips during verification and monitoring periods



Salary scale

· On consultancy basis

· Contracts for 4 months – eventually extended by 1 month

· Per diem and staying over night has to be clarified for the Cash project team

	Project assistant PM
	US$ 500



	Database manager
	US$ 500



	Secretary / receptionist
	US$ 350



	Driver
	US$ 350 

per diem ……

Staying over night ……



	Data entry (part-timer)
	US$ 200 

(US$ 10 / day and 6 hours/day)



	Verification and monitoring (part-timer)
	US$ 200 

(US$ 10 / day and 6 hours/day)

per diem ….

Staying over night ……



	Cleaning (part-timer)
	US$ 70 

(3 days / week at 1½ hours/day = 

18 hours / month)




1.4 Next steps

· COOF: Establishing a short list for the staff of the Cash project, from existing files with applicants or by announcement in news paper

· COOF: Preparation of working contract for Cash project staff on consultancy basis, based on standard contracts COOF for consultancy staff

· PM with COOF: Per diem and staying over night to be clarified for the Cash project team

2 Transport

2.1 Needs

· Permanent car of the project: suitable for field visits

· Temporary transport for town 

· For verification and monitoring renting additional 2 cars


2.2 Next steps

· PM: checks costs and availability of a Niva car, long basis 4-wheel drive

· COOF: checking if internal experts want to sell their car

· TM: Contact SDC H Walter Zimmerli for a second hand car (type Subaru Legacy) which can be transferred to MD in January 2004

· COOF: CD license plate, if SDC H would provide a/m second hand car from CH

3 Office premises

3.1 Standards (see Cash workbook)

Check again the following points:

· Required space: Limit the working space to 2 to 3 rooms. This showed to be sufficient.
Security is the main concern you have to keep in mind. 
· Vehicles used by the Cash Project should be stationed safely and nearby. 

· Power cuts happen very often, and work on your computers will be blocked. It is better to get some office rooms in government buildings and in the centre rather than to search for office space in a building equipped with an emergency generator set.

Communication is essential for each Cash Project. Contacts with local authorities and partners should be possible by local phone (land line). For weekly reports and communication with HQ international connections are a must.

· Make sure that quick and reliable access to telephone lines is granted. E-mail is the best means for reducing overhead costs and it forces well-prepared communication.

3.2 Needs

· 2 rooms minimum 70 m2 + Reception

· If possible equipped with basic furniture and with communication facilities

· Guarded Car park


3.3 Prioritised office premises (as per discussion on 19.11.03 with Mihail Darie)
· Location in the building of Ministry of Labour and Social Affairs

· 3 Rooms: Reception 16 m2; office staff 36 m2; office PM 18 m2; total 70 m2; floor share 28 m2

· Price: 35 Lei / m2 = 3'340 Lei = 377 CHF

· Additional costs = 1960 Lei = 215 CHF

· Total = round 600 CHF

· Ready for rent beginning January 2004

· The institution would need the office rent to purchase furniture for their new offices. Their present equipment would then remain in the a/m offices for the period of the cash project. 

3.4 Next steps

· COOF Check if this rooms are still available (acc. to a/m discussion)

· COOF Check the situation of the phone number plus 2 new lines (for telephone and fax) which should be provided by them

· COOF: Standard contract COOF for rent

· Based on this contract a 2-months advance payment on the rent is possible

Equipment

3.5 Standards (see Cash workbook)

It is important to clear availability of office equipment and furniture locally:

· Establish a list of the basic equipment needed

· Check whether the needed equipment can be purchased locally in time and adequate quality

· Keep in mind that the project equipment will be handed over to other projects or partners. Therefore, it should also more or less cover their expectation of usefulness.

3.6 Needs

· Standard office equipment - not sophisticated


3.7 Next steps

· TM: Inventory of the equipment already in the office

· TM: List of additionally needed equipment to be purchased

· COOF + TM: Defining needs of equipment

· COOF: Support by purchasing equipment and observe delivery in absence of PM 

4 IT material and local network

4.1 Standards (see Cash workbook)

Cash Projects need adequate IT equipment: a network of computers with a backup system and printers. Local purchase of most of this equipment is rarely a problem. Here the standard list for SDC Cash Projects:

	Hardware


	Software

	· 3 computers (one of them used as server with CD burner for backups)

· Voltage stabilizers

· 1 hub (for rapid Ethernet) with necessary cables

· 2 additional LAN cards for connecting laptops

· 1 laser printer

· 1 ink-jet colour printer

· 1 photocopy machine

· 1 scanner

1 laptop provided by SDC HQ for PM
	· MS Windows XP system software

· MS Access (database for Cash Projects)

· MS Word (for writing)

· MS Excel (for calculations, but not for beneficiary lists)

· MS PowerPoint (for presentations)

· Irfanview (freeware for filing photos)


· Make sure to find an organisation or person who is in position to prepare the order as soon as HQ accepts the project proposal. In the best case, the future IT specialist of the Cash Project will do it. He could also start his work with installing the software and connecting the network.

4.2 Next steps

· COOF Call for quotations only for the purpose of the Cash project. The further use of the IT material will be decided by the PM in consultation with COOF

· TM and COOF evaluate the offers

· TM: Ordering the IT material and stationeries  – involve the database manager

· Database manager: Installation of the IT prior to start-up of the Cash office by mid of January 2004

5 Finances

5.1 Money transfer

· Between HQ and COOF managed as usual. Special attention will be given by the HQ because the money transfer has to be done by end of this year!

· PM Cash will provide COOF a pre-notice on payment schedule

5.2 Project finances

· The cash book will be under the responsibility of the secretary/receptionist following COOF standards

· Weekly reporting on expenditures to COOF

· Budget control by the PM

5.3  Payment to the beneficiaries

· Procedures have to be elaborated by PM and the database manager based on the procedures fixed with the Cash distributor (Postal Services or Bank)

5.4 Selection of the Cash distributor

· All local authorities met are clearly in favour of the Postal Services for payment of the Cash contribution

· For the Cash project payment by Postal Service has clear priority because they have a branch office in each village. In addition they bring the money to bedridden persons

· Aim: 0 % of charges, or as for pensioners. The maximum percentage should not exceed the figure of former Cash projects = 1.5 %

5.5 Next steps

· TM: Contact SDC HA accounting services and introduction 

· COOF: Clarification of willingness to make the payments: costs, duration, conditions

· TM and Natalia Romanenco (finance assistant COOF): negotiate the contract based on Cash formats (agreement with procedures in the annex)

· HQ: Special attention must be given to transfer the money by end of this year!
Public announcement

5.6 Standards (see Cash workbook)

Schedule

· Elaborate a schedule for the necessary documents:

· When they have to be ready for announcement

· Whether they need approval by the desk or even by the legal department

· Who is responsible for their elaboration

Decide mass media: Decide which mass media are most suitable for the different levels and steps of announcements: Local television and radio, newspapers, government bulletins, etc.

Draw on existing documents: Draw on documents already existing from previous Cash Projects as examples.

Contacts: Establish good contacts with local media right from the beginning of the project implementation.

Clearance by HQ: Previous to public announcements clearance by the HQ is compulsory.

In Cash Projects we have different types of public announcements

	Type of announcement
	Content, examples

	First press release
	· Intention of the Project

· General information concerning benchmarks

001001 CfSh Serbia2 First Media Information .doc

	Public announcement concerning criteria and procedures
	· Criteria for eligibility

· Categories of beneficiaries

· Registration procedures

· Size and type of contribution

· Way of payment

· Payment period, number of payments

· Complaint procedures

001001 CfSh Serbia2 Announcement of procedures.doc

	Public announcement concerning special topics
	· Test payments

· Small projects

· Status of implementation

000901 CfSh Serbia2 Announcement Small Projects .doc

	Final public announcement
	· Announcing the closing down of the project

· Results and level of satisfaction

· Special presentations for all other actors involved

	Fact Sheet
	· Main data of the project for PR purposes

001001 CfSh Serbia2 Fact Sheet of Project Document.doc


5.7 Next steps

· Basic consideration: No press release before Christmas and before project is settled

· November 2003 HQ: Draft Project Document Cash for vulnerable Villagers Moldova with budget has to be approved by HQ

· TM and Backstopper: Draft information sheet with the main elements only after decision by HQ GO

· December 2003 Mission TM: visit of all Rayons involved and clarification of the set-up, cooperation, schedule, etc.

· January 2004 TM: Cash office start operation. After analysis of beneficiary lists and procedures, a press release will be published (eventually with a press conference).

6 Registration procedures

6.1 Test payment and procedures foreseen

· See document 031126 CfvV Moldova Test Registration Rayon Basarabeasca.
6.2 Next steps

· COOF: contact of the Rayon of Basarabeasca for test registration

· TM: first analysis of beneficiary lists during December 2003 mission: quality of lists, use of the categories SDC, experiences on village and Rayon level

· TM: set-up of registration after visits of all Rayons

031126 CfvV Project set-up - ERA
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