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Scope of Work Template for Consultants
															
Project/Consultancy Title: Support to digitise Financial Institutions - Siinqee Bank, Shabelle Bank and Rays MFI 
Project Location(s): Ethiopia
															


Background:

Mercy Corps is a leading global organization powered by the belief that a better world is possible. In disaster, in hardship, in more than 40 countries around the world, we partner to put bold solutions into action — helping people triumph over adversity and build stronger communities from within.
Mercy Corps is currently implementing the RAISE -DFS project in the Oromia and Somali Regions of Ethiopia with the goal of increasing incomes and enhancing the resilience of local populations. The project, funded by Jersey Oversea Aid (JOA), works through partnerships with four local financial institutions to expand their digital and sharia compliant financial services to provide affordable and convenient access to suitable savings and credit products.
Mercy Corps is seeking support as they engage with three financial institution partners to develop and expand their digital financial services: Siinqee Bank, Shabelle Bank and Rays MFI.
Overview of Siinqee Bank
Siinqee Bank relicensed to a bank from the Oromia Credit and Savings Share Company (OCSSO) microfinance institution in 2021. It was the first such institution to do so in Ethiopia. 
Siinqee Bank has subscribed capital of Birr 15 billion and the paid-up capital of Birr 7 billion. The total assets of the  bank reached ETB 21.1 billion. Siinqee bank has over 1 million borrowers with an outstanding loan portfolio of ETB 16.6 billion as of June 30, 2022.  The Bank’s total deposit balance is  ETB 10.27 billion, serving 5.1 million depositors in 406 branches (split into main branches, sub-branches, and microfinance service branches). The microfinance customers are, and will remain, concentrated in the Oromia Region, and the bank will extend new banking services throughout the country, focusing first on Addis Ababa. The majority of its microfinance customers receive loans through their solidarity groups. 
The bank completed the installation of a new core-banking system in October 2022 (Oracle FlexCube), with all main branches now live on the CBS. They are planning to implement mobile and agency banking using modules available through Flex Cube, with app and USSD services for customers and agents. They were previously one of the partner MFIs of the M-Birr mobile money service, through which they acquired 100,000+ customers and 7,000 Agents. The service has subsequently been terminated, but Siinqee bank plan to migrate the customers and Agents onto their new CBS and resurrect the service in some form. They are also planning to integrate with other mobile money services (e.g. telebirr) to allow customers to push and pull funds from their CBS account to the mobile money wallet. They also plan to issue ATM / debit cards connected to the national switch (EthSwitch) and acquire ATMs of their own. 
Overview of Shabelle Bank
Shabelle Bank has completed  its relicensing to a bank, from Somali Microfinance Institution (MFI). As SMFI, it was the first MFI in Ethiopia to provide financial services based on Islamic sharia principles, as well as the first MFI in the Somali region with a sharia compliance committee. Shabelle Bank has 41 branches and over 40,000 loan clients (of whom 65% are female), mostly pastoralists and livestock traders. The majority of loans are Murabaha loans, provided to solidarity groups. The bank also has 80,000 depositors (of whom 83% are female). 
By relicensing as a bank, it expects to introduce innovative products and services targeting new types of market actors, expand its geographical scope beyond the Somali Region, and manage transactions across international borders. Shabelle Bank  will also be able to attract customers whose needs are not fully met despite the Islamic law-compliant windows.
Shabelle Bank  is one of the providers of the HelloCash mobile money service, in partnership with a technology provider, Belcash. Shabelle Bank’s HelloCash service has experienced considerable success, and has over 850,000 customers, and 4,7000 Agents. The service can be accessed through an app or USSD by customers and Agents and provides transfers, bill payments, airtime top-up and other services. The bank went live with its new CBS in late November 2022 and will move all its branches onto the system in the coming months.  
In 2021 Mercy Corps provided consultancy support to Shabelle Bank to develop a 5 year strategy and business plan. One of the four key pillars of the strategy is Digital Transformation, which will enable the bank to provide efficient and effective financially inclusive services. The strategy includes:
· A proposal that Shabelle Bank should integrate its CBS with HelloCash to enable existing bank customers to access their funds through HelloCash, and to enable HelloCash customers to deposit larger sums on CBS accounts and to access loans. 
· An outline proposal for two new products to be delivered digitally: e-Murabaha and e-Mudaraba financing products. 
As a result of the strategy, Shabelle Bank are planning to introduce their own mobile banking service (through USSD and App) to give their banking customers access to their accounts and to apply for loans. These accounts will also be integrated with HelloCash to allow wallet-bank transfers. One of the benefits would be to allow loan customers to repay their loans through HelloCash. While this is already available, the integration would make this easier. Through HelloCash, customers can already push money to accounts with other banks through their integration with EthSwitch. 
The bank also want to enhance the HelloCash service through:
· Introducing new features, for example to drive bulk transfers
· Increasing the number of women Agents by providing assistance to women to start and manage their agency business (currently 20% of Agents are women). It is expected that this will also facilitate the acquisition and retention of more female customers, who currently represent a minority of customers. There is a concern that as Shabelle Bank digitises that their existing female customers might be excluded
· Enhancing the management of Agents, particularly liquidity management, to ensure high levels of service to customers. Shabelle Bank currently provide soft loans and rebalancing services to some Agents, but this seems to be focused on urban and peri-urban agents, and it is imperative that the whole Agent network gains a reputation for high levels of float and cash availability
Overview of Rays MFI
Established in June 2014, Rays MFI is a private financial service provider licensed by the National Bank of Ethiopia to provide microfinance services in the Somali Region of Ethiopia. The institution is also licensed to provide mobile and agent banking services called Sahay Mobile Banking. Rays MFI has 14 branches and 21 sub-branches. Sahay Mobile Banking is one of the most used and fastest growing mobile banking services in the region. The service has more than half a million active customers, 2,040 agents, and 12,610 merchants accepting Sahay as a payment option throughout the Somali Region. 
Rays MFI has recently completed a six month pilot of its new Sharia compliant e-Murabaha digital financing product. Rays MFI partnered with HudHud Express PLC to conduct a pilot project on the digitization of the Murabaha underwriting process to a digital application. The pilot aimed to improve access to financial services for vulnerable women, youth, and men in Somali region with a particular focus on digital financial services and improved delivery of sharia-compliant products and services. Through the new E-Murabaha initiative, Rays MFI managed to process and approve 619 loans requests online with a total amount of Birr 7.9 million. Now, under this assignment Rays MFI is looking to scale up the e-Murabaha, building on lessons learned during the pilot.

Purpose / Project Description:

Mercy Corps is seeking a consultant to support in three key area:
1. Develop a Digital Financial Services strategy for Siinqee Bank with detailed implementation plan, including clear priority areas and next steps to enable the bank to start digitising
2. Develop an implementation plan for Shabelle’s bank DFS strategy, including clear priority areas and next steps to enable the bank to start digitising
3. [bookmark: bookmark=id.gjdgxs]Develop a plan to enable Rays MFI to scale-up their e-Murabaha financing product

To ensure full adoption and implementation by the financial institutions (FIs), the consultant should ensure that the strategy and plans are developed through a collaborative process with the FI’s, involving them throughout the process through appropriate and effective means (meetings, workshops etc). The co-creation of the strategy and plans should ensure that the FI’s are willing and able to implement their plans immediately and so start on their digitisation once the plans have been agreed. 

Consultant Objectives and activities 

1. Siinqee Bank DFS strategy
Mercy Corps is seeking a consultant to develop a DFS strategy for Siinqee Bank that identifies the key objectives and impacts of digitisation, and identifies and prioritises digital opportunities across the organisation, including delivery channels, processes and products. 
The key deliverables and activities include:
a) Institutional and market diagnosis
· Conduct institutional readiness assessment including strengths and the bank’s product and service offering, its  human capacity, technical capacity, gaps, and opportunities to achieve effective digital financial services.
· Scan the Ethiopian financial market & DFS providers and clearly provide justifications for Siinqee Bank to digitise its products and services.
· Provide an overview/market-scan (key challenges, success stories, and learnt lessons) of existing local and international digital transformations.
b) A DFS strategy:
· Provide clear strategic direction of the Siinqee Bank’s digital financial services mission and vision for the  Bank.
· Develop a clear value proposition for both the bank and customers, supported by a realistic business case analysis. 
· Describe Siinqee Bank’s DFS target markets (e.g., size and share, main competitors, geographic coverage), and existing and new products and services, including those for existing and new bank customers and for former m-Birr customers
· Describe the key processes to be digitised, with an emphasis on customer facing processes, in particular those in the solidarity groups, indicating the key changes to be made and the impact on both the bank and the customer and the interaction between the two. 
· Describe the digitisation of the delivery channels, with a clear Agent network strategy indicating how to effectively leverage own Agents (including former m-Birr agents) and other Agents, as well as ATMs and mobile banking services (both App and USSD)
· Describe key organisational changes and new structures to drive the digitisation, including roles, responsibilities and incentives 
· Create an implementation plan that describes how the bank will implement the DFS strategy, including activities, roles and responsibilities, timelines and budget costs. The plan should highlight key priority areas and immediate next steps, and be of sufficient clarity and detail that it enables the bank to start the digitisation process immediately, through pilot testing where necessary. 
The DFS strategy and implementation plan should have a strong gender focus to ensure that new and existing female customers are included and well served, and female Agents are well represented within the network. 

2. Implementation plan for Shabelle Bank’s digital Strategy 
Mercy Corps would like the consultant to create an implementation plan to enable Shabelle Bank to implement its DFS strategy. The plan should include activities, roles and responsibilities, timelines and budget costs. The plan should highlight key priority areas and immediate next steps, and be of sufficient clarity and detail that it enables the bank to start the digitisation process immediately, through pilot testing where necessary
By co-creating the plan with the bank, the consultant will enable the bank to identify key priority areas that can be digitised immediately (or in the near term) and provide guidance and support to identify how best to digitise these processes, products and delivery channels, to enable the bank to start the digitisation and developments immediately. As described above, given their strong bank customer base, their extensive mobile money customer and Agent base, and digital technology that is already in place, or soon will be, there is significant scope for rapid digitisation and for cross-selling services between bank and mobile money customers. 
Some potential areas for immediate progress may include:
· Digitising the group loan processes in a way that enhances the value proposition for the clients, brings benefits to the banks, and does not undermine the group lending methodology. 
· Improving the performance of the existing Agent networks, in particular to increase the number of female Agents, and improving the management of Agents, particularly liquidity management, to ensure high levels of service to customers. 
· Providing financing and savings products to HelloCash customers, utilising the integration of the of HelloCash with the Core Banking System. The plan and guidance should provide a clear description of where the opportunities lie and how the bank will design, test and scale-up the new products. 

3.	Rays MFI e-Murabaha scale-up plan
Following the completion of the pilot of the e-Murabaha digital financing product, Mercy Corps would like the consultant to support Rays MFI to develop a comprehensive plan to enable them to scale-up the product, including both ‘business-2-business’ financing (the focus of the pilot) and ‘business-2-customer’ financing. The plan should include activities, roles and responsibilities, costs and targets for Rays, Sahay Pay and HudHud express, as they work together to scale-up the product. A key focus should be made on gender to ensure female customers are well served by the products.

Consultant Deliverables:

The Consultant will create:
· An Institutional and market diagnosis for Siinqee Bank
· A DFS Strategy and implementation plan for Siinqee Bank
· A DFS implementation plan for Shabelle Bank
· A scale up plan for Rays MFI’s E-Murabaha financing product
With all deliverables, Mercy Corps expects clear, concise, bespoke and practical strategies and plans that enable the FIs to start and continue their digitisation process. For example, it is expected that the DFS Strategy for Siinqee Bank should not exceed 25 pages. 

While these deliverables are key, Mercy Corps is also interested in the process by which they are developed – as indicated above, they should be co-created with the partners to ensure adoption and implementation once the support finishes.  

Timeframe / Schedule:  

The Technical Assistance project is expected to start in February 2023 and end in April 2023 – maximum of 3 months. The HQ of Siinqee Bank and Rays MFI is in Addis Ababa, while Shabelle Bank’s is in Jigjiga.
The expected level of effort per deliverable:
· Siinqee Bank Institutional and market diagnosis: 10 days
· Siinqee Bank DFS Strategy and Implementation plan: 30 days
· Shabelle Bank: DFS Implementation plan: 20 days
· Rays MFI E-Murabaha digital financing scale-up plan: 10 days 
Total expected level of effort: 70 days

The Consultant will report to: 

· Tamrat Abera, RAISE DFS Program Manager, Mercy Corps

The Consultant will work closely with:

· CEOs, E-banking directors and other key management staff of the financial institutions
· Tamrat Abera, RAISE DFS Program Manager, Mercy Corps
· Nichola Meakin, Senior Advisor, Digital and Financial Inclusion, Mercy Corps
· Abiy Habtamu, Senior Financial Inclusion Specialist, Mercy Corps

Required Experience & Skills:

· Demonstrated experience in DFS strategy development, strategic and business planning is required
· Solid experience in project management, and facilitation of planning sessions with senior leaders, directors, and management
· Solid working knowledge of Ethiopian and East African banking sector and mobile money services
· Good experience knowledge with best practices of digitising financial systems and core-banking systems.

Instructions for the Technical and Financial Proposal 

Technical and Financial Proposal Standard Forms shall be used for the preparation of the Proposal according to the instructions provided in the bidding documents of the Request for Proposal (RFP). 
The potential TA Operator should prepare a budget based on the proposed methodology and resources required for the assignment. It shall indicate full fees requested together with per diems and transport cost.
USD is the currency to be used in the financial proposal and the currency in which the contract will be paid.
Needs and deliverables may change throughout the course of the consultancy. It is expected that the consultant will be able to adjust as needed in coordination with the RAISE-DFS program team and Siinqee Bank. 
All deliverables must be approved by the following to be considered final: 
· Edwin Kuria, Mercy Corps Director of Programs
· William Baron, Mercy Corps Chief of Party 
· Financial Institutions CEOs

Criteria for selection
Qualified Consultants are expected to submit both Technical and Financial Proposals. Consultants will be evaluated based on Cumulative Analysis as per the following scenario. 
a) Technical Criteria Weight is 70%
· Understanding the scope of work and comprehensiveness of the methodology/approach; and the workplan (20%)
· Digital financial service (DFS) consultancy or strategy formulation experience (30%).
· Context understanding, and prior experience of similar assignments related DFS strategy/trainings (20%)
b) Financial Criteria Weight is 30%
	
Diversity, Equity & Inclusion

Achieving our mission begins with how we build our team and work together. Through our commitment to enriching our organization with people of different origins, beliefs, backgrounds, and ways of thinking, we are better able to leverage the collective power of our teams and solve the world’s most complex challenges. We strive for a culture of trust and respect, where everyone contributes their perspectives and authentic selves, reaches their potential as individuals and teams, and collaborates to do the best work of their lives. 
We recognize that diversity and inclusion is a journey, and we are committed to learning, listening and evolving to become more diverse, equitable and inclusive than we are today.
Equal Employment Opportunity

We are committed to providing an environment of respect and psychological safety where equal employment opportunities are available to all. We do not engage in or tolerate discrimination on the basis of race, color, gender identity, gender expression, religion, age, sexual orientation, national or ethnic origin, disability (including HIV/AIDS status), marital status, military veteran status or any other protected group in the locations where we work.
 
Safeguarding & Ethics
Mercy Corps team members are expected to support all efforts toward accountability, specifically to our stakeholders and to international standards guiding international relief and development work, while actively engaging communities as equal partners in the design, monitoring and evaluation of our field projects. Team members are expected to conduct themselves in a professional manner and respect local laws, customs and MC's policies, procedures, and values at all times and in all in-country venues.
 
Tender submittal details:
The consultant should submit a proposal including the proposed methodology and approach, relevant experience and references and financial proposal. The consultant(s) should propose the number of days required for each of the deliverables in this Terms of Reference.
Eligible companies/firms must submit the following:
· CV of consultant(s) and company profile (if relevant).
· Statement of interest, proposed methodology and work plan.
· Copies of renewed business registration certificates
· Financial proposal with a detailed breakdown of costs (including all related costs) in USD mentioning the terms of payment.
· Technical and financial proposal separately and in a sealed envelope should be submitted to Mercy Corps Ethiopia head office, P.O.Box: 14319, Addis Ababa or Electronic copy can be sent to 
et-tender-questions@mercycorps.org 
· et-tender-questions@mercycorps.org can also be used for procurement related questions and technical questions; and only till 10th January 2023
· The applicant must score 45% (out of 70%) for technical evaluation to be eligible for financial evaluation.
· Deadline for offer submission is 15th January 2023 17.00 East Africa Time (EAT)

Failure to comply with any of the conditions indicated above will result in automatic rejection.
Please collect the Tender package from Mercy corps Addis Ababa office located around 22, Addis Ababa or download from www.mercycorps.org/tenders
Mercy Corps reserves the right to reject the bid fully or partially.
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