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GOAL: Through a light and bottom-up approach to encourage self-sufficiency, shelter actors provide material/financial and technical support to facilitate either;
· physically-able extremely vulnerable households to construct their own homes, or 
· external labour to construct homes for non-abled extremely vulnerable households. 

A home = a semi-permanent shelter and a separate semi-permanent latrine (with bathing cubicle) that has a durability of up to 5 years. Both structures are built matching local vernacular typologies with most materials available on/near the site.
The total cost per household (HH) ‘home’ package cannot exceed $550 USD (including latrine and all overheads).

STEP BY STEP PROCESS TO ACHIEVE GOAL:

Step 1: 	Shelter actor selection & budget allocation to programme per settlement
1.1 UNHCR SOffice allocates ‘X’ budget for semi-permanent shelter support in their Area of Responsibility (AOR). 
1.2 UNHCR Sub Office to choose from either a national NGO, INGO or direct implementation per settlement, based on the following criteria;
- most experience in shelter in the settlement
- highest quality of prior experience 
- staffing capacity for technical support, cash and labour systems management

Step 2: 	Selection of Beneficiaries
Beneficiary Selection Committee (BSC): UNHCR Protection + Protection partners, Refugee Welfare Committees (RWC) or equivalent community representation groups at Settlement and Village/Zonal levels), OPM, UNHCR Field Officers and awarded Shelter Actor(s). 
Ultimate accountability: UNHCR Protection + Protection partners

Beneficiary selection criteria = target the most vulnerable and isolated refugees at risk, with the following minimum eligibility criteria per household (HH); 
a) Currently living in very unsatisfactory shelter conditions that pose health, safety and/or protection risks to the inhabitants. 
b) No external support networks beyond the members of the household – no friends, extended relatives of members of the community who are present/willing to assist. 
c) Contains at least one PSN from one/all of the following categories; single parent/caregiver, woman at risk, children-headed HHs, disability or serious medical condition. 
d) Justified inability for all HH members >18 years old to earn any income to address shelter needs. 

Criteria source = Inter-agency SSNFI WG + Protection WG. 
NB - Criteria is not static and may require revisions once tested in the field. 

Process of selection
2.1 UNHCR Protection Unit to generate the pre-qualification manifest from Progres V4 database of all refugees with Persons with Specific Needs status from the categories listed in c) above.
2.2 UNHCR Protection and Field Officers to cross-check pre-qualification list to determine if additional urgent shelter cases [complying with criteria a), b) and d) above] need to be added, based on field visits, complaints received through various referral mechanisms etc.
2.3 Protection, Field Officers, Shelter Actor(s) and OPM present pre-qualification list to RWCs/community leaders and explain the strict selection criteria, as well as inform RWC of total number of HHs the Shelter Actor(s) will reach. 
2.4 Since the list will inevitably be larger than Shelter Actor’s total HH target, RWC/local community leaders to advice BSC of the HHs in most urgent need (if known) to visit for onsite verification.
2.5 BSC to conduct door-to-door onsite verification of beneficiaries to ensure final HHs selected satisfy all minimum criteria. The HHs living in the worst physical shelter conditions [criteria a) above] will be prioritized first in order of severity – the Shelter Actor(s) must be present to document and verify these conditions. 

Finalisation of beneficiaries
2.6 Shelter Actor(s) and RWC to visit final list of selected HHs to ask for their consent to be part of the shelter programme. 
2.7 Shelter Actor(s) to outline the scope of works and what will be required from the beneficiaries to ensure a clear understanding of roles prior to accepting programme inclusion.
2.8 Beneficiaries to sign a consent form that also lists their responsibilities and accountabilities for key tasks throughout planning, implementation and beyond. 

NB – If any of the selected HHs decline to be involved in the programme, the BSC must return to original list and take the next HH(s) in line, repeating process from Step 2.5.

Step 3: 	Scope and Methodology of Works

3.1 Scope of Works:
a) Site preparations on HH plot; bush/scrub clearance, leveling etc.
b) Selection/formation of construction team; community youth groups, VTC-trained refugees/local Ugandans, local masons/carpenters with prior experience & good reputations etc.
c) Sourcing of construction materials; on site, local markets, nearby certified plantations etc.
d) Construction of HH shelter in phases; foundations, walls, roof, finishes/fixtures. 
e) Parallel construction of latrine and bath house in phases; latrine pit and foundations, latrine slab, walls, roof, finishes/fixtures. 
f) HH plot drainage and landscaping.

3.2 Methodology of Works:
3.2.1 The BSC, led by OPM, to finalise shelter locations, in accordance with following specifications;
· Do not group beneficiary HHs together to form a segregated village of very vulnerable refugees.
· Locate beneficiary plots in close proximity (maximum 500m) of life-saving and essential services (water tap stands, health centres and food markets).

3.2.2 Shelter Actor(s) to finalise shelter designs with beneficiaries
a) HH beneficiaries to determine core design and typology preferences for the shelter and separate latrine/bath house;
- Orientation?			- Location within plot?				- Shape?
- Number of rooms?		- Number of openings? Size and location?

b) Shelter Actor(s) to ensure final designs blend into existing local built environment and meet the shelter strategy’s minimum requirements, as well as not exceed the ceiling of $550 USD per HH. 
Standard base design = wattle and daub or unburnt mud brick walls with grass thatched roof. 

3.2.3 Cash-based implementation modalities 
Shelter Actor(s) shall be responsible for creating (or using an existing) cash transfer system to facilitate one of the following:
a) Beneficiaries receive conditional cash for labour and restricted vouchers for construction materials/tools.
b) Beneficiaries receive conditional cash for labour and also for construction materials/tools (strength will lie in creating linkages with ideal material suppliers and beneficiaries).
c) Beneficiaries receive conditional cash for labour only and shelter partner procures selected materials/tools directly.
Depending on the level of financial inclusion of the beneficiary HHs and labourers involved, the Shelter Actor(s) shall choose from one of the following payment modalities;
· direct transfer to WFP/UNHCR opened bank account
· mobile money 
· hard cash
· restricted vouchers linked to specific suppliers 	

3.2.4 Implementation roles and responsibilities:

	Physically-able extremely vulnerable HHs
	Non-abled extremely vulnerable HHs

	Beneficiaries contribute their labour to the shelter construction process for their own shelter from the start to the end. For example, site clearance, digging foundations, making mud-bricks, smearing walls etc.
	Beneficiaries will receive cash-based assistance to hire labour for the construction process or community-based groups of labourers (50:50 refugee: host ratio if labourers not selected by beneficiaries) will receive conditional cash grants from the Shelter Actor.

	Where certain technical skills are required for key tasks & HHs lack the experience, either;
- willing beneficiaries will be trained to implement themselves or
- beneficiaries will receive conditional cash to hire skilled labour or
- community-based groups of labourers (50:50 refugee: host ratio if labourers not selected by beneficiaries) will receive conditional cash grants from the Shelter Actor.
	

	Beneficiaries (or designated proxies) will receive conditional or restricted cash for the construction materials & shared tools. Restrictions will be placed on environmentally-sensitive materials such as the following; wood products, burnt clay bricks, bamboo.

For beneficiary HHs who do not wish to control cash nor designate proxies, either;
- community-based labour groups to be tasked with sourcing & supplying all materials & tools, or
- Shelter Actor shall incentivise Refugee Welfare Committees (or equivalent) to take on the responsibility (with close monitoring). For example, give RWC tools. 

	Throughout the construction implementation, the Shelter Actor shall;
- provide any necessary technical guidance or facilitate on job skills training, 
- delegate trained focal points to monitor structural integrity & technical quality of constructions
- only release cash instalments once progress targets are achieved to the standards required.  



3.2.5 Communications campaign:
While ultimate accountability will lie with the Shelter Actor(s), the BSC is responsible for constant information dissemination to the broader community about the shelter support programme from planning to post-monitoring phases. The BSC must inform the broader community about;
· criteria for selection, 
· different roles and responsibilities of the beneficiaries, proxies, labourers and neighbours
· elimination from programme if beneficiaries default after an instalment (no second chances)
· shelter actor’s exit strategy 
· need for beneficiaries (with community support) to maintain their new homes.

Step 4: 	Payments 
The Shelter Actor(s) shall be responsible for releasing conditional cash instalments to beneficiaries/ proxies/ labourers only after clear proof that progress was met in alignment with agreed standards.
The following table is only intended as a guide and, during the pilot phase, shelter actors have full flexibility to test different payment transfer approaches and time limits. 
	Payment instalment
	Conditional cash to Beneficiary or Proxy
	Voucher for materials to Beneficiary or Proxy
	Conditional Cash to labourers*

	One
	5% of total value for construction project
	All materials up to wall plate level (excluding doors/ windows) 
	25% of total labour cost of project

	Date of release
	Day 2 or 3 of implementation after good-will contribution from beneficiary HH completed (i.e. site preparations)
	After successful completion of foundations for both shelter + latrine structures 

	Time limit
	1 week after beneficiary HH signed consent form
	3 weeks after beneficiary HH signed consent form

	Two
	35% of total value for construction project
	All roofing materials 
	30% of total labour cost of project

	Date of release
	After successful construction completion of shelter and latrine up to half wall height level that has received technical clearance by Shelter Actor(s)

	Time limit
	5 weeks after beneficiary HH signed consent form

	Three
	45% of total value for construction project
	All fixtures and finishes (windows/doors etc.) 
	35% of total labour cost of project

	Date of release
	After successful construction completion of shelter and latrine up to wall plate level that has received technical clearance by Shelter Actor(s)

	Time limit
	8 weeks after beneficiary HH signed consent form

	Four
	15% of total value for construction project
	N/A
	10% of total labour cost of project

	Date of release
	After successful construction completion of both the shelter and latrine in their entirety, and after technical clearance has been granted by Shelter Actor(s)

	Time limit
	10 weeks after beneficiary HH signed consent form



* Progress unit wage rates shall not exceed the standards outlined in the Ministry of Gender, Labour and Social Development’s National Guideline for the Planning and Implementation of Labour-Intensive Public Works.

Defaulting on payments;
If the beneficiary HH does not fulfil the conditions for the respective payment instalment within the set time limit (as per table above) and cannot provide proof of legitimate justifications for delays (e.g. health crisis) then they will be immediately eliminated from the programme without any leniency. The beneficiary HH will not be issued any warnings and instead will receive written notification from the Shelter Actor that they will not receive any further humanitarian shelter support.

Step 5: 	Monitoring and Evaluation

5.1 Monitoring during implementation
Beneficiary’s role (if capable/desired);
- Daily onsite monitoring of activities and progress during construction 
- Refer observed concerns/challenges to Shelter Actor(s) as quickly as possible for their follow up. 

Shelter Actor(s);
- Technical staff must visit all beneficiary HH plots at least once per week during construction, with documented technical review of progress (including photos).
- Release cash installments only after detailed technical review that progress has been achieved to adequate standards and as per agreed final design with beneficiary HH prior to commencement of site works. 




RWC (or equivalent);
- Visit all beneficiary HH plots at least once a fortnight during construction to check that labourers are present on site and to listen to any complaints/issues that may arise from labourers and/or beneficiaries. 
- Refer concerns/challenges that RWC cannot resolve to Shelter Actor(s) as quickly as possible for their follow up. 

5.2 Evaluation post-implementation
UNHCR Protection and/or Field Officers to conduct home visits at 3 and 6 month intervals post-construction completion to assess;
- function of structures, 
- user-satisfaction,
- if any maintenance or repairs have arisen (and if members of the community have assisted). 

If any life-threatening shelter damages or defects are observed during home visits, the Shelter Actor(s) will be called upon to conduct a follow-up home visit to determine cause of problems and how to solve them. Shelter Actor will advise beneficiary HH on technical solutions they (or their proxies) should pursue, but will not complete the urgent repairs (to conform with exit strategy).

Step 6: 	Closure and completion
Apart from the evaluation process following construction completion (Step 5.2 above), the project will be considered closed as soon as the final cash installment is paid and the beneficiary HHs begin occupying the shelter (as well as using the latrine / bathing structure).

The beneficiary HH, OPM and the Shelter Actor(s) will sign a handover certificate that highlights the beneficiary’s responsibility for the maintenance and repairs of their new home. 
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