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TERMS OF REFERENCE

Development of a pre-implementation blueprint for the development and
implementation of an Instant Payment System for the Bank of Uganda National
Payment Switch (BNPS)

Assignment Type Consultancy / Technical Advisory

Duration 6 months (renewable based on project needs)
Location On-site in Kampala, Uganda (with remote support)
Reporting To Bank of Uganda / AfricaNenda Foundation
Language Fluency in English required

Expected Start To be confirmed upon contract award

1. Background

AfricaNenda Foundation is an Africa-based, African-led nonprofit working with central banks and payment
ecosystem stakeholders to accelerate the design, development, launch, and improvement of inclusive
instant payment systems (IIPS). Through this work, AfricaNenda aims to help deliver the power of seamless
and affordable digital payments to the more than 400 million financially excluded Africans by 2030.

The Bank of Uganda (BoU) is the central bank and Country regulator of payment systems in Uganda, operating
under the National Payment Systems Act, 2020. In pursuit of its mandate to develop safe, efficient, and
inclusive payment infrastructure, BoU is implementing the Bank of Uganda National Payment Switch (BNPS);
a flagship digital transformation project designed to link banks, mobile money operators, and fintechs into a
single interoperable ecosystem.

Uganda's current payment landscape is fragmented: banks, telecom-led mobile money services, and
independent fintech operators each function largely on isolated systems. The BNPS will integrate all digital
payment channels, including mobile wallets, ATMs, electronic funds transfers, and card transactions, into
one shared infrastructure. The switch is also expected to serve as the domestic interoperability foundation
for Uganda's participation in regional initiatives, including the East African Payment System (EAPS) and the
COMESA Regional Payment and Settlement System.

AfricaNenda, in partnership with BoU, has been engaged to provide technical support and advisory services
for the successful design and pre-implementation of the BNPS. A critical component of this work is the
development of a comprehensive IPS Blueprint, a strategic and technical reference document that will guide
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the architecture, governance, operational model, and phased implementation of the national instant

payment system.

2. Objectives

The primary objective of this assighment is to develop a comprehensive pre-implementation, country-specific
IPS Blueprint for Uganda that will:

Provide a strategic vision and guiding principles for the BoU's BNPS as an inclusive, interoperable
instant payment system.

Define the technical architecture, infrastructure requirements, and integration specifications for the
BNPS.

Refine the governance and oversight framework to ensure effective management, accountability, and
stakeholder participation.

Peer-review the scheme rules framework covering access, participation, transaction processing,
dispute resolution, and consumer protection.

Assess the current payment ecosystem landscape and identify gaps, risks, and enablers.

Propose a phased implementation roadmap with prioritized milestones, timelines, and resource
considerations.

Ensure that financial inclusion, gender equity, and accessibility are embedded as core principles
throughout the blueprint.

3. Scope of Work

The consultant(s) will undertake the following key tasks:

3.1 Current State Assessment

Conduct a comprehensive diagnostic of Uganda's existing payment ecosystem, including
infrastructure, regulatory environment, market structure, and technology stack.

Map all current payment service providers, channels, volumes, and value of transactions.
Benchmark Uganda's payment landscape against regional and international best practices in
inclusive IPS design (e.g., Rwanda’s IPS, Ghana’s GhIPSS, Nigeria’s NIP, India’s UP).

Identify key barriers to financial inclusion, interoperability gaps, and structural challenges that the
BNPS must address.

3.2IPS Vision, Principles, and Strategic Framework

Develop a clear vision statement and strategic objectives for Uganda’s national IPS aligned with
BoU’s mandate and Uganda’s financial inclusion initiatives and strategies.

Define the guiding principles for the BNPS, including universality, interoperability, affordability,
security, resilience, and financial inclusion.

Articulate the IPS value proposition for all stakeholders: consumers, financial institutions, fintechs,
government, and the central bank.
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3.3 Technical Architecture and Infrastructure Design

Define the functional and technical architecture of the BNPS, covering core processing, clearing, and
settlement components.

Specify the messaging standards (ISO 20022), API frameworks, directory services (proxy/alias
management), and connectivity protocols.

Outline system security requirements, fraud prevention mechanisms, and cybersecurity safeguards.

Define technology infrastructure requirements, including hosting options (on-premise, cloud, hybrid),
disaster recovery, and business continuity.

Define interoperability mechanisms to link banks, mobile money operators, fintechs, and non-bank
financial institutions within the BNPS.

Specify integration requirements for regional payment systems, including EAPS and COMESA REPSS.

3.4 Governance and Oversight Framework

Identify and present a minimum of three (3) distinct governance model options for the BNPS,
drawing from international and African IIPS best practices. For each governance option, the
consultant shall:

o Clearly describe the model, including the proposed ownership structure, the role of BoU (as
regulator, operator, or both), and the degree of private sector participation.

o Outline the pros and cons of each of the model in the context of Uganda's financial sector
landscape, regulatory environment, and financial inclusion objectives.

o Provide concrete examples of countries or IPS schemes (particularly from Africa and emerging
markets) that have adopted similar governance models. The consultant should consider
various approaches, including but not limited to: Central Bank-led models, Industry-led
consortia, Public-Private Partnership structures, or Hybrid arrangements.

o Assess the model's suitability for Uganda based on criteria such as regulatory authority,
operational capacity, financial sustainability, stakeholder trust, and speed of implementation.

Based on the comparative analysis, develop a governance paper highlighting a recommended
governance option with a clear rationale, while acknowledging the trade-offs involved and any
preconditions required for successful adoption.

Develop a detailed governance structure for the recommended model, covering: 1) Decision-
making bodies (e.g., Board, Steering Committee), including composition, mandate, and meeting
cadence 2) Operating committees and their respective responsibilities 3) Stakeholder advisory
forums and mechanisms for industry input.

Define policies for participant onboarding (including licensing requirements for unlicensed
entities such as some fintechs), certification, and ongoing oversight of payment service providers
participating in the BNPS.

Propose mechanisms for transparency, accountability, dispute resolution, conflict-of-interest
management, and regular reporting within the governance structure.

3.5 Scheme Rules and Operational Framework
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e Review and update high-level scheme rules covering: participant onboarding and access criteria,
transaction types and limits, processing rules and service levels (SLAs), dispute resolution
procedures, and liability frameworks.

e Assessthe settlement model (net settlement, real-time gross settlement, or hybrid) and the liquidity
management framework.

e Propose possible pricing modalities that promote affordability, financial sustainability, inclusivity,
and equitable access for all participants, including underserved populations and small merchants.

e Incorporate consumer protection standards, including rights, recourse mechanisms, and data privacy
requirements.

3.6 Financial Inclusion and Use Case Framework

¢ Define priority use cases for the BNPS that drive financial inclusion, including person-to-person (P2P),
person-to-business (P2B), business-to-business (B2B), government-to-person (G2P), and cross-
border remittances.

¢ Assess how the BNPS can extend services to underserved populations, including rural communities,
women, smallholder farmers, and micro and small enterprises (MSEs).

e Propose channeldiversity strategies (USSD, mobile app, agent banking, QR codes) to maximise reach.

¢ Assess emerging technologies and innovations (such as distributed ledger technology, API-based
solutions, and digital identity frameworks) that may enhance or disrupt the payment ecosystem, and
provide recommendations for future-proofing the BNPS architecture.

3.7 Implementation Roadmap

e Develop a phased implementation roadmap with clear milestones, timelines, dependencies, and
resource requirements.

¢ Define quick-win initiatives versus long-term strategic priorities.
¢ Identify key risks, mitigation strategies, and critical success factors for each phase.
* Propose a change management and stakeholder communication strategy.

3.8 Stakeholder Consultations

¢ Design and co-facilitate with FSDU all structured consultations with key stakeholders, including BoU
leadership and departments, commercial banks, mobile money operators, fintechs, government
ministries, and development partners.

e Conduct focus groups and/or surveys to gather demand-side insights from end users, particularly
underserved segments.

¢ |ncorporate stakeholder feedback into the iterative development of the blueprint.

4. Deliverables and Timeline

The consultant(s) shall produce the following deliverables within the agreed timeframe:

Note: Timeline is based on project commencement date of July 6, 2026. Dates may be adjusted upon contract
award.
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Inception Report & Work
Plan

Current State
Assessment Report

Draft IIPS Blueprint
(Version 1)

Governance Framework
Paper

Stakeholder
Consultation Report

Scheme Rulebook (Draft)

Implementation
Roadmap

Final IIPS Blueprint
(Version 2)
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Confirmation of scope, methodology, stakeholder
engagement plan, data collection tools, and finalized
work plan.

Comprehensive diagnostic of Uganda's payment
ecosystem including benchmarking against regional and
international standards, gap analysis, stakeholder
mapping, and key findings on infrastructure, regulatory
framework, and market dynamics.

Initial comprehensive blueprint covering strategic vision,
technical architecture, system design specifications,
interoperability standards, use cases, and financial
inclusion strategy. Submitted for stakeholder review.

Standalone governance framework detailing institutional
arrangements, oversight structures, roles and
responsibilities of key stakeholders (BoU, scheme
operator, participants), decision-making processes,
dispute resolution mechanisms, and regulatory
compliance requirements.

Comprehensive summary of all stakeholder
engagements (workshops, interviews, surveys),
feedback received, areas of consensus and divergence,
and documentation of how stakeholder inputs have
been incorporated into the blueprint, governance
framework, and scheme rules.

Comprehensive scheme rulebook covering participation
criteria, technical standards, operational procedures,
transaction processing rules, liability framework, pricing
principles, security requirements, and compliance
obligations. Submitted for review and validation.

Phased action plan with clear milestones, timelines,
resource requirements (financial, technical, human),
institutional capacity building needs, risk register with
mitigation strategies, and critical success factors for
each implementation phase.

Refined and finalized blueprint incorporating all
stakeholder feedback, peer review comments,
BoU/AfricaNenda input, and alignment with governance
framework and scheme rules.

Week 2
(July 20, 2026)

Week 6
(August 17, 2026)

Week 12
(September 28,
2026)

Week 14
(October 12,
2026)

Week 16
(October 26,
2026)

Week 18
(November 09,
2026)

Week 20
(November 23,
2026)

Week 22
(December 07,
2026)
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Finalized scheme rulebook incorporating feedback from

. stakeholder consultations, BoU review, legal Week 23
Final Scheme Rulebook . . . .
) assessment, and alignhment with the final blueprint and (December 14,
(Reviewed & Updated) .
governance framework. Ready for adoption and 2026)

implementation.

Facilitation of a final validation workshop with key BoU

and ecosystem stakeholders to formally present the four Week 24

key outputs (Blueprint, Governance Framework, Scheme (December 21,
Rulebook, Implementation Roadmap) and secure formal 2026)
endorsement.

5. Qualifications and Experience

The ideal candidate(s) or firm should demonstrate the following:

5.1 Technical Qualifications

Advanced degree in finance, economics, information technology, engineering, or a related field.
Minimum 10 years of experience in payment systems, financial infrastructure, or financial sector
development.

Proven experience in designing or contributing to IPS blueprints, payment system strategies, or
national payment modernization programmes.

Deep technical knowledge of instant payment system architecture, ISO 20022 messaging standards,
APl frameworks, and clearing and settlement systems.

Understanding of interoperability models, proxy/alias directory services, and real-time payment
processing.

5.2 Industry and Regional Experience

Demonstrated experience working with central banks, financial regulators, or payment system
operators in Africa or comparable emerging market contexts.

Familiarity with instant payment systems in Africa and other emerging markets is an advantage.
Understanding of Uganda's financial sector, payment regulations, and the National Payment Systems
Act, 2020 is highly desirable.

Experience in financial inclusion strategy, gender-sensitive design, and digital financial services for
underserved populations.

5.3 Governance and Policy Expertise

Experience in payment scheme governance design, regulatory frameworks, and policy development
for financial market infrastructure.

Familiarity with CPMI-IOSCO Principles for Financial Market Infrastructures (PFMI) and their
application to IPS design.
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Track record in stakeholder facilitation, multi-stakeholder governance, and consensus-building in
complex environments.

5.4 Other Skills

Excellent written and verbal communication skills in English; ability to translate complex technical
contentinto clear, accessible language.

Strong analytical, research, and report-writing skills.
Experience facilitating workshops, stakeholder consultations, and executive briefings.

Ability to work independently with minimal supervision while effectively collaborating with diverse
teams.

6. Reporting Structure and Supervision

The Consultant(s) willreport to both the AfricaNenda Foundation Project Lead and the Bank of Uganda Project
Lead, who jointly provide day-to-day coordination, deliverable tracking, and scheduling. Regular progress
check-ins shall be held bi-weekly. The consultant is expected to submit progress reports for each deliverable
and to participate in review meetings with the Steering Committee.

All deliverables must be reviewed and formally approved by both BoU and AfricaNenda before being
considered final. The consultant will incorporate feedback and comments within 10 working days of receipt.

7. Ethical Standards and Compliance

All Consultants engaged under this ToR are required to:

Adhere to AfricaNenda Foundation's Code of Conduct and professional standards.

Sign and adhere to a Non-Disclosure Agreement (NDA) with AfricaNenda Foundation and Bank of
Uganda, maintaining strict confidentiality with respect to all data, information, and documents shared
during the assignment.

Declare any actual or potential conflicts of interest prior to and throughout the assignment.

Comply with Uganda's data protection laws and applicable international privacy and security
standards.

Not engage in any form of fraud, corruption, or unethical conduct during the execution of this
assignment.
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8. Evaluation Criteria

Proposals will be evaluated based on the following criteria:

Technical expertise and relevant experience in IPS blueprint development 30%
Understanding of Uganda and the East African payment ecosystem 20%
context

Quality and clarity of the proposed methodology and work plan 20%
Qualifications and experience of the proposed team/individual 15%
Financial inclusion approach and demonstrated commitment to equity 10%
Cost-effectiveness and value for money 5%

9. Application / Submission Process

Interested consultants or firms that meet the above qualifications are invited to submit their application
electronically to AfricaNenda Foundation at: info@africanenda.org with the subject line: "Application - IPS
Blueprint Consultant - BoU/BNPS".

The application package must include the following:

e A technical proposal (maximum 15 pages) covering: (i) demonstrated understanding of the
assignment and the Uganda payment context; (ii) proposed methodology and approach; (iii) detailed
work plan and indicative timeline; and (iv) team composition with roles and responsibilities.

e Curriculum Vitae(s) of all key personnel proposed for the assignment, clearly highlighting relevant
experience.

¢ Afinancial proposal detailing the total cost of the assignment, including professional fees (daily rates
or lump sum), any anticipated travel and subsistence costs, and any other applicable expenses. The
financial proposal must be submitted as a separate document.

e At least two (2) completion certificates, letters of reference, or client testimonials for comparable
assignments, such as IPS blueprints, national payment strategy documents, or payment system
governance frameworks. These documents should confirm the scope of work, duration, and
successful completion.

Application Closing Date: 17" June 2026 at 11:59 PM (GMT+3).

Applications received after the closing date will not be considered.
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Only short-listed candidates will be contacted for further evaluation or an interview.

AfricaNenda Foundation reserves the right to cancel this recruitment process at any stage, not make an
appointment, or modify the scope of work based on organisational needs, without incurring any liability to
applicants.



