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1.0 EVALUATION PROFILE SHEET

PVO name
Cooperative Agreement Number

Country program sites and names of
principa partners
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Beneficiary populations

PV C-PVO match totals

PV C-PVO match funds disbursed to
date

Date DIP wasfirst approved and
changes made to DIP
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Freedom from Hunger
HFP-A-00-02-00024-00

Benin: Fédération des Caisses d’ Epargne et de Crédit
Agricole Mutud du Bénin (FECECAM)

Burkina Faso: Réseau des Caisses Populaires du
Burkina (RCPB), Centre d’ Innovation Financiere (CIF)

Mali: Kafo Jginew, Kondo Jgima, Nyesigiso

Togo: Faitiere des Unités Coopératives d’ Epargne et
de Crédit du Togo (FUCEC)

Philippines. Center for Agriculture and Rurd
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Five years. October 2002—September 2007

Very poor women 18 years and older, primarily of
child-bearing age, and their families
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July 2003
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2.0 SUMMARY OF CONCLUSIONS AND RECOMMENDATIONS

2.1 Background

Freedom from Hunger delivers technical support to microfinance providersin developing
countries for the sugtainable integration of microfinance and life-skillstraining servicesfor very
poor women—a methodology known as Credit with Education (CwE). The purpose of the
current five-year Matching Grant (MG) program entitled BreakingTthrough Barriers to Growth:
Expanding the Scope and Scale of Credit with Education in Two Regions, isto expand the
quality and reach of integrated microfinance and life-skills training services to serve 200,000
clientsin the Philippines and West Africa. The Matching Grant program accomplishes this
through technica assstance (TA) on systems and new financia and education product
development.

The Matching Grant program operatesin two regions, using two different modes:

» InWest Africa, Freedom from Hunger works with six credit union networks in five countries
and oneregiona partner, Centre d’ Innovation Financiére (CIF). The six networks' receive
TA and training from Freedom from Hunger (on systems and education modules) and CIF
(on market research and product development) to facilitate the growth of CwE. Providing
CWE requires the credit union networks to establish the infrastructure to offer a
decentralized, group-lending product to poorer clients, alongside an exigting range of other
financid products geared for individud dlients.

> Inthe Philippines, Freedom from Hunger works with a single indtitution, the Center for
Agriculture and Rurd Development (CARD or CARD MRI), which isagroup of mutualy
reinforcing inditutions (MRI). CARD MRI is comprised of a microfinance nort
governmentd organization (NGO), micraofinance bank, micro-insurance company,
development ingtitute and a new business development service provider. CARD’s NGO and
bank offer CWE services, while the development ingtitute oversees training for CARD daff,
regiond MFI s and other organizations. The development ingtitute has recently registered as
an independent indtitution, and has the mandate of offering training services within CARD,
aswdl| as teaching other microfinance indtitutions (MFIs) how to offer its pro-poor approach
to microfinance. Some of the courses offered will focus specificaly on integrating financid
and non-financia services, thus enabling CARD to become an RTSP for CwE.? Introducing
and expanding CwE within CARD implies embedding education servicesinto its existing
products.

Experiencein thefirgt hdf of the matching grant has provided insght into successful gpproaches
to breaking through growth barriers, aswell as lessons for improvement.

1 PAMECASin Senega—counted here—plansto launch CWE in thefall of 2005.

2 |t should be noted that neither CIF nor CARD sees its primary mandate as becoming an RTSP for CWE. Through
this MG program, however, they have gained the capacity to train (CARD) and offer TA (CIF) in CwE, and are
willing to offer their servicesregionally. For thisreason, within the context of this MG program, they are
considered RTSPs.
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2.2 Results

Asof the mid-term, the Matching Grant program overall has achieved 72% of its Stated targets
for the first haf of the Matching Grant. The growth target as of March 2005 was 196,000° CwE
clients, but this was missed, with instead 160,000 clients reached as of the mid-term.

Results differ dramaticaly by region. West Africa experienced a decline from the basdline of
104,000 clients to 79,000, whereas the Philippines saw an increase from 12,000 to 80,000 CwE
clients. By the end of the Matching Grant program, partners are targeted to reach 270,000 CwE
clients, with 70,000 in the Philippines and 200,000 in West Africa. CARD has already exceeded
itsend target.

The Matching Grant program seeks to enable Sx partners to “break through” barriersto growth
and serve over 30,000 clients each by September 2007. To date, two partners have achieved this
god (onein the Philippines and onein West Africa). Whileit is possible that a West African

credit union network that recently joined the Matching Grant progrant* could dso achieve this
target, it is unlikely that any of the other partners will meet the 30,000 client mark within the life

of the Matching Grant program.

The program modd aso cdls for the development of an RTSP in each region, cagpable of
training other organizationsin CwE. In the Philippines, CARD has taken important steps toward
developing astrong RTSP. In West Africa, CIF has played avauable role as RTSP for market
research and development. A second RTSP planned for the region was not identified, and the
West African Office (WAO) of Freedom from Hunger has played the role of RTSP in terms of
cgpacity building. Freedom from Hunger is currently reflecting on the most appropriate Srategy
to serve the needs of current and future CwE partners as well as other potentia partnersin the
region.

Given the results to date, the mid-term evauation focused on understanding the keys to the rapid
growth of CwE in the Philippines and the main challenges faced by the credit union networksin
West Africa. It proposes recommendations for how to further strengthen and replicate
successful efforts to date and address the most critical chalengesin both regions.

2.3 Conclusions

2.3.1 Growth

Although successful growth depends on many factors, the foundation gppearsto rest on
inditutiond vison. Only those indtitutions that recognize both the socid and financid potentia
of CwE, and drive toward expanding outreach, can achieve sgnificant scdle. CARD’s
experience points to other key aspects that support an indtitution in achieving this vison,
including commitment to the misson a dl indtitutiond leves, pro-active effortsto remain

3 The mid-term target as stated in the DIP totals 162,000 (132,000 in West African and 30,000 in the Philippines.
Thisis considerably different from the quarterly target of 196,000. For the purpose of the evaluation report, the
team used the March 2005 quarterly target, since it was broken down by partner institution.

4 PAMECAS has an existing group loan product, which CIF estimates to serve some 60,000 poor women.
PAMECAS CIF and Freedom from Hunger are currently working together to embed education servicesin this
product.
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dient-responsive, and incentives to attract and retain clients. CARD possesses management
systems strong enough to manage and adapt to growth, agood understanding of its dlients and
competition, and capacity and willingness to invest in expansion of CWE to new zones?

The six partnersin West Africa have had very different experiences and chalengesin growing
CwE. RCPB in Burkina Faso has expanded its outreach and included CwE as a key component
of itsthree-year business plan, yet other networks have had less success. Some appear to have a
low or waning commitment to CwE, while others have demonstrated strong commitment but
have had to engage in Sgnificant strengthening of management systems and could not grow

while retrenching.® All of the West African credit unions have aso experienced high CwE drop-
out rates but do not monitor sufficient datato readily identify and addresstheissue. Further,
while some indtitutions have made efforts to expand CwE to new areas or develop new CwE-
related products, they have not dways paid enough attention to opportunitiesto retain or re-
attract clientsin their current markets with current products. Drop-outs may result from
increasing competition or the need to adapt product terms, but it often gppears to result from
internd policies. Findly, networks have found it difficult to invest in expansion to new aress,

and start-up investment may require externd financing sources.

Regiond politica ingtability and the departure of one network, Kafo Jginew with 19,000 CwE
clients from the Matching Grant program have aso contributed to dower than expected growth.

2.3.2 Partnerships

The gpproach adopted in this Matching Grant program places the respongbility for meeting
targets primarily in the hands of the implementing partners. Freedom from Hunger and CIF
serve as TA providers, heping partnersidentify aswell as respond to requests for training needs.
Thismodd assumesthat al partners share in and are committed to achieving program goals. It
aso assumes that dl indtitutions have the capacity to continudly identify the TA required to
expand CwE.

Successful partnerships under this mode require equd efforts from al partners. Thisimplies
active efforts by the implementing partner to achieve targets. It requires that the TA provider be
familiar with the implementing partner’ s broader indtitutiona capacities and chalenges, so that it
can provide sound advice and appropriate assstance. Such ardationship involves frank and
open discussions about challenges. 1t gppears that when Freedom from Hunger spends more
time onSte with partners, strong, productive and transparent partnerships are more likely to
develop.

2.3.3 Technical Assistance

The TA provided under this Matching Grant program addresses critica issues, including
networks' inadequate management systems, CwE-related product devel opment, new and adapted

® Note that the investment requirements at CARD are lessintensive than in West Africa due to the difference
between investing in the start-up of awhole new product (in West Africa) and adding the education component to an
existing decentralized, group-based product (in the Philippines).

® See Section 4.2.1.2, discussion of West Africa Objective 2, for individual assessments of each participating
network.
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education modules and opportunities to learn from other CWE practitioners. Partners appear
satisfied with the qudity of the TA and the training sessons.

The TA approach is very demand-driven, with partners primarily identifying needs and Freedom
from Hunger or CIF developing and delivering tools and/or faciliteting interactive problem-
solving workshops in response. In the Philippines this gpproach has worked well—partly
because of a strong indtitutiona commitment to learning and continuous improvement, and

partly due to an unusudly strong ingtitutiona partnership; and dthough al of Freedom from
Hunger's TA to CARD isrdated to CwE, it extends somewhat degper into theinditution. In
West Africa, this demand-driven TA approach has encountered limitations, many of which
reflect partnership chadlenges. Networksthat are not committed to CwE a dl levelstend to
identify their TA needs and implement TA with less success—even when salect operations staff
make strong efforts. Meanwhile, those networks that are committed to CwE could likely benefit
from longer on-site visits, which may help not only to build stronger partnerships but aso to
permit Freedom from Hunger staff to gain a more well-rounded view of the ingtitution and the
context in which CwE operates.

Furthermore, in West Africa, CIF and Freedom from Hunger share responsibilitiesin providing
complementary TA to partners, presenting some coordination challenges. Better communication
and coordination between these providers would ensure more effective, sustainable solutions.
Findly, networks could enhance the usefulness of their TA by inviting dl of their TA providers
(beyond Freedom from Hunger and CIF) to plan jointly with them. For example, if one TA
provider is assgting a network in improving the information systems, the network could ensure
that the new system has the capacity to monitor data captured in the CwE portfolio management
tool (Tableau de Bord) by facilitating contact and planning events between the TA providers. In
thisway, less duplication and unproductive overlap would occur.

2.3.4 Education

While education remains an important agpect of CwE both for Freedom from Hunger and its
partners, maintaining the congstency of education servicesisachdlenge. Clientsare
enthusiagtic about education, and noted behaviora changes and life-changing impects during
focus group discussions, but quality and consstency of delivery are necessary to have the
greatest impact. Ensuring that education is viewed throughout the partner ingtitution as akey
element of CWE sarvices requires that leadership communicate itsimportance to staff and ensure
that education is integrated into regular management systems such as staff performance, roles
and respongihilities in position descriptions, evauations, incentives and MIS. It dso involves
allocating adequate resources to CwE, such as access to vehicles and support for regular saff
traning.

When there are mgor changes or delinquency in the credit portfolio, education is often put on
hold, and ddlivery becomes less frequent or of lesser quality. During times of change or

problems within groups, it would be gppropriate to offer dternative education modules such as
group-based problem-solving, in lieuof planned learning sessons on hedth or business. Clear
policies on when to put current learning sessons on hold (perhaps to substitute them for
dternative change- or problem-related modules), and at what point to restart the planned sessons
would aso address the consistency chalenge.
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2.4 Recommendations

2.4.1 General Recommendations

1. Patnersare a very different levelsin terms of outreach and cgpacity than initidly assumed.
Re-evduate planned activities based on overdl indtitutiona capacity, genuine commitment to
CwE and specific TA requirements for each partner.

2. The RTSP modd appears sound. Continue to work toward developing RTSPs to extend
CwE training and ddivery.

3. Strengthen partnerships where needed or continue to build strong relationships where
exiding. Key aspectsto thisinclude shared vison and good understanding of partner
capacities and needs.

2.4.2 \West Africa

1. Usethe upcoming West African conference as an opportunity to assess continued
commitment and vison to grow CwE in each network.

2. Ensurethat saff charged with expanding CwE has appropriate authority in decision-making
and sufficient influence on inditutiond structuresto work effectively.

3. Peform ajoint assessment with each network to establish new targets, taking into account
CwE growth, the quality and quantity of education delivery, supervision capacity and
improvements in data monitoring.

4. Prioritize improving and expanding CwE in current markets (decreasing the number of drop-
outs, improving supervision, saturating the market) before expanding to new zones within a
network.

5. Continue TA activities of developing guides and tools, improving market research and
product development, and latera learning. Provide more on-Ste accompaniment.

6. Ensure adequate capacity exists within Freedom from Hunger, through WAO and/or a
second RTSP, to provide needed support to networks and CIF.

2.4.3 The Philippines

1. Build on learning to date—continue efforts to introduce CwE to dl CARD clients.

2. Focus efforts on improving learning sesson ddlivery and consstency through improving
planning of learning sessions, integrating education into management systems and
greamlining the training of technicd officersin CwE and new education modules.

3. Concentrate on developing the new training ingtitute (CMDI) to manage its three roles of
training for CARD MRI, serving as an RTSP and offering a master’ s degree in microfinance.
Thisimpliesfindizing CMDI’ s strategic and operationd planning, developing clear policies,
building capacity and increasing professondism.

4. Strengthen the research department’ s capacity to disseminate findings more widely within
CARD MRI, and to trandate research into new and adapted products.

3.0 PROGRAM BACKGROUND

3.1 Brief History of the Matching Grant Program

Freedom from Hunger delivers technica support to microfinance providersin developing
countries for the sustainable integration of microfinance and life-skillstraining services for very
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poor women—a methodology known as Credit with Education. The purpose of the current five-
year Matching Grant program entitled Breaking Through Barriersto Growth: Expanding the
Scope and Scale of Credit with Education in Two Regions, isto expand the quality and reach of
CWE sarvicesin order to serve 200,000 clients in the Philippines and West Africa. Activities
under this Matching Grant began in October 2002.

The program was designed to operate on two levels. At thelevel of CwE providers, the
Matching Grant program strengthens systems, products and education modules to prepare
ingitutions to extend their services to more than 30,000 CwE clients. On aregiond leve, the
program aso develops and trains RTSPs to offer training and TA to inditutions interested in
CwE—thereby multiplying the TA available for CwE.

Now hdfway through the grant period, the mid-term evauation sought to andyze Freedom from
Hunger’ s and its partners progress to date, verify the Matching Grant program’ sinitia
hypotheses, identify strengths and wesknessesin the implementation of activities, and provide
suggestions for achieving even greater impact during the second half of the grant period. The
present report presents corresponding findings and recommendations.

3.2 Rationale for the Program

CWE services are designed for very poor women, primarily in rurd aress. In the countries that
make up the West African Monetary Union, gpproximately 10 million economicdly active
women live on less than one dollar per day. Four million of their children are moderately to
severely manourished and 570,000 of them die every year asaresult. Five hundred thousand of
these women are afflicted with maaria every year. Eight thousand die from preventable causes
related to pregnancy and childbirth, and 800,000 are living with HIV/AIDS. Freedom from
Hunger’ s education services provide critical information about nutrition, hedth, family planning
and HIV/AIDS to help these women make better use of the resources that surround them to
mitigate circumstances thet threaten their daily surviva and that of their children.

Accessto financid sarvicesis aso highly limited for these women. Only 5% have access to
credit and savings services. CwE, working with just five credit union networks, accounted for
20% of that capacity in 2002. Thus, CwE was one of the few services reaching these women.

While the public hedlth and financia access issuesin the Philippines are not asdire asin West
Africa, millions of people can benefit from improved access to credit and educationa services.
There are 12 million economicaly active women living in rurd aress, of whom 5.6 million live
on lessthan adollar per day. They have 2.7 million children who are moderately to severdy
malnourished, of whom 119,000 die each year. The maternal mortdity rate is 170 per 100,000
live births and gpproximatey 11,000 women are living with AIDS.

As of 2002, approximately 500,000, or 10%, of these women were receiving financia services
from the various rura banks, credit unions and NGOs digtributed throughout the country.
Freedom from Hunger’ s partner, CARD, with 50,000 clients in its system, represented 10% of
the existing service ddivery, but CARD’ s education services reached only about 12,000 clients
at the beginning of the grant period. Thus services combining education, credit and savings
through women' s groups were reaching attiny fraction of the potential market.
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Freedom from Hunger has developed two unique capabilities—integrating CwE into credit
unions and embedding education into microfinance ingtitutions—that are in demand from the
two different types of microfinance ingtitutions represented by its partnersin West Africaand in
the Philippines. After an integrated product is introduced and the number of clients beginsto
resch asgnificant level of outreach, however, these inditutions gaffing, supervison, training
and information systems tend to reach critica plateaus.

The premise of the Breaking Through Barriers Matching Grant was thet by using new
collaborative models—that emphasize laterd learning across peer networks, focus on product
development and adaptation, build technologica capacity, and strengthen systems for growth
management—ingtitutions that were reaching tens of thousands of women with an integrated
down-market product could in fact reach many more. In other words, they could significantly
accelerate their CWE dlient growth trgectory, while maintaining quaity servicesin asudainable
manner.

3.3 Status of Interventions

At the beginning of the Matching Grant period in October 2002, Freedom from Hunger was

working with five credit union networks in West Africaand with CARD in the Philippines.

Ther gatusin offering CwE was as follows.

> Faitiere des Unités Coopératives d’ Epargne et de Crédit du Togo (FUCEC). A Togolese
network that consisted of 152 credit unions serving 107,714 members as of 2002. It
integrated CwE in 1996 and as of 2002 served 15,437 women through its CwE services
(largely through the financid support and technical collaboration of Plan Internationd).

> Fédération des Caissesd’Epargne et de Crédit Agricole Mutuel du Bénin (FECECAM).
A network in Benin that condgsted of 96 credit unions serving 275,000 members a the
beginning of the Matching Grant. It integrated CwE in 2000 and was reaching 7,357 women
through its CwE services in 2002.

» Réseau des Caisses Populaires du Burkina (RCPB). A network that began operationsin
1972 in Burkina Faso and consisted of 77 credit unions serving 695,729 clients as of 2002. It
was the first West African network to integrate CwE into its operations (in 1993) and served
45,808 women through CWE services at the sart of the Matching Grant.

» Nyesigiso. A Maian network that began operations in 1993 and congsted of 52 credit unions
serving 130,114 clientsin 2002. It integrated CwE in 1996 and, at the start of the Matching
Grant, served 16,287 women through its CWE services.

» KafoJiginew. A Mdian network that began operations in 1988 and had 74 credit unions
serving 82,898 members as of 2002. It integrated CwE in 1996 and was serving 18,889
women through its CWE services.

» TheCenter for Agricultureand Rural Development (CARD). Established in 1986,
CARD was offering group-based microfinance services to about 50,000 clientsin 2002, but
education services were only reaching 12,407.

3.4 What the Program Seeks to Achieve

The broad objectives of the Breaking Through Barriers to Growth program are as follows:
1. Expand the range of products Freedom from Hunger offersin the areas of hedth and
business education and finance.
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2. Develop new tools and systems for organizations seeking to reach 30,000 clients or more
with this expanded range of products.

3. Deveop new modelsfor collaboration that increase loca demand for products and
services and create marketing and service ddlivery channds that can reach alarge
audience.

4. Develop aventure philanthropy fund that will attract private inditutiona investors for the
purpose of developing Freedom from Hunger’ s cagpacity to invest in microfinance
indtitutions thet are ready to sgnificantly expand their operations.

Specificdly, the Matching Grant program set the target of increasing dlients served by West
African partners from 86,000 to 200,000 over five years, with the number of credit union
networks serving over 30,000 CwE clients expanding from oneto five. In the Philippines,
CARD would increase its CwE clients from 12,000 to 70,000 and train at least two other
microfinance providersin CwE. In addition, strong RTSPs would be developed in each of the
regions.

3.5 Principal Partners

Two of these RTSPs act as principa partners under the Matching Grant. In West Africa, the
Centre d Innovation Financiére (CIF) was established in 1999 as aresearch and innovation
center offering servicesin market research and product development. CIF is owned by six credit
union networks, which aso comprise its primary customer base. Freedom from Hunger intends
to identify and train an additiona West Africa RTSP during the second haf of the Matching
Grant or find an appropriate aternative, such as spinning off the WAO or usng a network of
conaultants to provide additiona services. In the Philippines, the Center for Agriculture and
Rurd Deveopment (CARD), etablished in 1986, is agroup of mutudly reinforcing ingtitutions
offering microfinance and training services. The CARD MRI Development Ingtitute (CMDI),
formdized during the firgt haf of the Matching Grant, provides training to inditutions under the
CARD umbrelaaswell as organizations throughout the region. During the second hdf of the
grant period, Freedom from Hunger will work intensvely with CARD to strengthen the CMDI
and pogtion it as aleader in offering CwE and other microfinance and devel opment-related
traning.

3.6 Current Implementation Status

Table 1 presents the growth targets and actua achievements as of March 2005 for each region.
Both targets and results need to be considered in the context of the regional approaches. In West
Africa, five networks were offering CwE to 104,000 at the beginning of the Matching Grant
program. Growing this portfolio for each network requires introducing a new down-market,
decentralized, group-based product and developing new CwE-rdlated products. Thisisa
different market than typicaly served and requires developing new infrastructure for each credit
union.

In the Philippines, dl growth iswithin asingle partner, CARD MRI. For CARD, growing CwE
requires embedding education services into the exigting group-based financia product, and
expanding the service to new branches and regions. While expanding to new branches and
regions requires sgnificant effort and resources, the indtitution is set up to serve poor women,
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thus systems, staff and Structure are dready in place to serve this market. The chdlengesremain
great, but less so than in West Africa

Table 1: CwE Outreach: Comparison of Baseline, Mid-term Target, Mid-Term Actual and End Target

March 2005 | Actual End

Indicator Baseline Target 3/31/05 Target’

Number of credit union networks delivering CwE (West Africa) 5 7 6 7

Number of women receiving services (West Africa) 103,958 154,945 79,367 | 200,000
Number of Grameen Bank Replicators delivering integrated education

services (Asia) 1 1 1 1

Number of clients receiving financial and education services (Asia) 12,407 41,200 80,297 70,000

Total Number of Organizations 6 8 7 8

Total Number of Clients | 91,500 195,9458 159,664 | 270,000

3.7 Development Plans for the Second Half of the Matching Grant

The partners view the mid-term evauation as an opportunity to consider successes and andyze
challengesin order to improve performance over the second half of the Matching Grant program.
In West Africa, the partnerswill likdly reflect individudly on their own vison and commitment

to growing CwE. Targetswill be re-set to reflect strong but redistic growth for each partner, and
the design and implementation of TA will be reviewed and refined. Additiondly, Freedom from
Hunger will likely increase efforts to identify and train a second West African RTSP, or find an
gopropriate dternative. In the Philippines, the second haf of the Matching Grant will likely

focus on improving quality and condstency of learning sessions and strengthening the newly
created training ingtitution, both to improve CwE services offered within CARD, and to position

it as aleader in offering CwE and other microfinance training regiondly.

40 PROGRAM EFFECTIVENESS

4.1 Program Model or Approach

The Matching Grant program took a multifaceted approach to support partners in the significant
expansion of CwE services. Partners were selected on the basis of successful past experience
with CwE, their social mission and their gpparent capacity to grow CwE subgtantialy. Freedom
from Hunger devoted focused TA on partners operationa and structurd chalenges to achieving
positive CWE growth—such asintegrating CwE into overal management systems, increasing
CwE internd controls and supervison, cregting staff incentives, building internd training and
product research capacity, and developing new CwE-related products. Latera learning among
CwE providers was inditutionaized. Freedom from Hunger aso planned to build the capacity
of RTSPsto offer training to a greater number of ingtitutions.

The Matching Grant program is implemented through a distinct organizationa modd in each
region, alowing Freedom from Hunger to test two gpproaches for dramaticaly augmenting CwE
service ddivery in two different types of inditutions.

’ Note that these figures reflect goal's that were revised and documented in the DIP at the beginning of the Matching
Grant, and thus may differ from originally proposed targets.

8 Notethat the target in the DIP was 162,000, which is much closer to the March 2005 actuals than the quarterly
breakdown projected for each partner.
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In West Africa, where five credit union networksin Benin, Burkina Faso, Mdi and Togo were
dready offering CwE to 86,767 clients,’ Freedom from Hunger aimed to strengthen these
partners while developing relationships with new partnersin Ivory Coast and Senegd. The
Matching Grant program would build the capacity of aregiona microfinance research and
innovation center, CIF, to improve current CWE services and develop related new services for
very poor women. Freedom from Hunger would aso identify and train an RTSP to leverage its
TA to new partner inditutions providing CwE.

In Ada, the collaboration modd focused on one organization in the Philippines, CARD. The
systems devel oped through the Matching Grant program were designed to support CARD in
embedding education into its existing group-based credit and saving services. Freedom from
Hunger would assst CARD in enhancing its Training Center to create an independent ingtitutiion
under the CARD umbréla, capable of training not only its own growing staff, but dso
microfinance ingtitutions (MFls) throughout Asia, in adding educeation to their microfinance
sarvices. Aswith CIF in West Africa, CARD’ s research unit would also receive capacity-
building in market research and product development.

The program design and TA approach were developed under a set of implicit hypotheses.
Anayss of performance over the firgt haf of the Matching Grant program has provided insight
into the accuracy of these hypotheses and hel ped inform recommendations for adaptations to the
current program approach. Descriptions and brief analyses of these hypotheses are presented
below.

Institutions already providing CwE services to thousands or tens of thousands of women have the vision
and capacity to reach at least 30,000 each while maintaining the quality and financial sustainability of the
service. Some partners clearly have the vison and commitment at dl levelsto grow CwE, but

not dl. Some partners’ commitment to growing CwE was either overestimated at the outset or

has since waned. Others have struggled to continue growing CwE while grappling with other
ingtitutiona challenges and operating environments. Partners capacities to use tools vary

greetly, but even ingtitutions able to reach high levels of growth remain challenged to maintain

qudity asthe planning and systems becOme increasingly complex.

Major barriers to growth and profitability of CwE include inadequate management systems and tools for
CwE within implementing networks. When partnersfail to operationdize adequate management
systems and tools for CwE, thisindeed poses sgnificant barriers to growth. Weak systems
chdlenge an inditution’ s capacity to supervise and monitor gppropriately, and make it more
difficult to manage issues such as ddinquency or an adverse operating environment. Focusing

on systems is appropriate, but this process has been more chalenging than anticipated. For those
inditutions in need of sgnificant strengthening, smultaneoudy retrenching and growing has

proven difficult. Furthermore, an inditution’s success in improving management systemsto

grow CwE gppears linked to its overdl vison and commitment to offering a pro-poor product—a
necessary condition for sgnificant CwE growth.

9 Initially the Matching Grant program intended to work with five credit union networks already delivering services.
One, Kafo Jiginew, opted not to continue with CwE, thus the Matching Grant program continued with the remaining
four.
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Improvements in systems and procedures related to one product (in this case CwE) will lead to positive
changes in broader systems throughout the institutions. While improving CwE-related systems has
had positive spillover effects for some partners, doing so without a broader view of the
ingtitution’s other products, chalenges and outside TA can be counter-productive. Particularly
among West African credit union networks, where CwE is but one of numerous products,

Freedom from Hunger’ s view may have been too limited. Further, an indtitution’s ability to
replicate new practices introduced through CwE depends on itsingtitutional culture and capacity

to draw out key lessons and identify where they could be gpplied. Those indtitutions more

inclined toward innovation are more gpt to do this. Others would benefit from more hands-on

TA.

Credit union networks, like MFIs, have and are willing to commit internal resources to investments required
to expand CwE. Experiencein West Africa has demondtrated that credit union networks face
more chalengesin investing to expand CwE than other large MFIs. Introducing CwE into a new
credit union requires investment in new staff, equipment and initid operating deficits. Since

each credit union isindividualy owned, it often makes its own financid decisons and bearsits
ownrisk. Asaresult, smal credit unions are hesitant to invest a Sgnificant portion of their
resourcesin CwE. (Thisisin contrast to a branch of an MFI, which shares risk with the entire
MF.) While networksin West Africa have been able to assst member credit unions with
liquidity management—through lending among members and access to grants—they do not
serve to mitigate investment risk for asingle credit union. Each credit union views CwE asa
new, and therefore risky, product, even if other credit unionsin the network (many of which
received initid subsdies prior to this Matching Grant) have extended it successtully.

Emphasizing lateral learning across peer networks—in which partners share experience with product
development and adaptation, technological capacity building and systems for growth management— will
assist these institutions to “break through barriers to growth.” The laterd learning component of the
Matching Grant program has been much heralded by partners and appears to have achieved
positive results.

An expanded range and improved quality of financial and educational products and services will enable
partners to better attract and retain clients. In generd, partners that have successfully introduced
new CwE-related products have seen an increase in CwE clients (including returning clients).
However, neglecting to address operational and supervisory deficiencies of existing CwE

products in arush to create new ones poses serious risks—such as field agent fraud and
widespread client drop-out—and can result in negative overdl CwE portfolio and client growth.

Well-trained RTSPs can offer effective training in CwE to many more institutions than Freedom from
Hunger can reach on its own. This hypothesis has yet to be fully tested. In the Philippines, the
CARD MRI Development Indtitute (formerly CARD Training Center) has offered some CwE
training to externd organizations, bu its activities were set to expand much more dramaticaly
during the second half of the grant period. In West Africa, CIF has provided vauable servicesin
market research, design and configuration of new CwE-related products with both new and
exiging partners, and WAO has played the role of RTSP in terms of system development.
Freedom from Hunger is currently analyzing the most gppropriate method of continuing to serve
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the region: through a second RTSP, spinning off WAQ, identifying loca consultants or other
means.

4.2 Achievement of Objectives

4.2.1 Progress Toward Objectives

Since the overarching god of Breaking Through Barriers to Growthisto bring CwE servicesto
scde effectively, the best generd indicator of whether the Matching Grant programison track is
growth in CwE clients. Figure 1 presents progress toward this goa, and Table 2 provides details

by partner.

Figure 1 Overall Matching Grant Growth Goals and Achievements
September 2002-March 2005
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Ovedl, client growth dightly trals targets set for March 2005, but results vary dramaticdly by
region. Inthe Philippines, CARD doubled its mid-term target and has aready exceeded itsend
target, while West Africa has seen a 24% decrease from basdline and achieved gpproximately
half of its mid-term target.

_Table 2: Outreach by Partner, Goals and Achievements

Partner Baseline (9/02) Target (3/05) Actual (3/05)

Philippines
CARD Internal 12,407 41,200 80,297

West Africa
RCPB 45,808 60,400 57,276
FECECAM 7,537 21,250 4,722
FUCEC 15,437 27,700 8,125
Nyesigiso 16,287 23,150 8,674
Kafo Jiginew 18,889 19,145 0
Kondo Jigima (new partner) 0 1,550 570
PAMECAS (new partner) 0 1,550 0
Sub-Total West Africa 103,958 154,745 79,367
Total 116,365 195,945 159,664
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Examination of the West African partners individua performance reveals consderable variation
owing to many different factors. While RCPB did grow subgtantidly, it was hampered in
achieving 100% of its target when it did not receive anticipated grant funding from athird party
to open new credit unions. FECECAM, FUCEC and Nyesigiso saw adecline in their client
numbers due to system, supervisory and sociopolitica issues. Kafo Jginew decided not to
continue with CwE, resulting in the Matching Grant program’ s loss of about 19,000 clients.
Meanwhile, the new networks were ddlayed in initiating activities, as conflict in Ivory Coast
required Freedom from Hunger to postpone its plan there and identify new partners, and the
launch of CwE in Senega has been delayed by due diligence to avoid internad competition with
an exigting product.

CARD’ s dramatic upward trgjectory was equaly unexpected. CARD staff, management and
board are s0 pleased with the education component that they have rapidly integrated it
throughout their centers and branches, reaching approximately 80% of CARD’ s clients to date.
CARD has dso used its market research effectively to make adaptations in the service ddivery,
enabling it to attract new clients and entice former clientsto return.

The Matching Grant program design laid out a series of pecific objectives and activities that
would be undertaken to contribute to client growth. These objectives are divided into three
categories: Freedom from Hunger headquarters, West Africa Region and Southeast Asia Region.
As of the mid-term evauation, 72% of anticipated program activities have been carried out on or
ahead of schedule. Thisincludestrainings, TA trips, development of guides and conferences.
(See Annexes A and B for details) A summary of the mgor successes, challenges and
condraintsin achieving each objective follows below.

4.2.1.1 Headquarters Objectives
1. Assist organizations to expand range and improve quality of financial and educational products and

services to poor women. Freedom from Hunger has met or surpassed its targets in developing
new products. Both CIF and CARD have rapidly appropriated and systematized new market
research tools and practices. The West African networks continue to rely heavily on CIF' s
leadership to research and design products. In some cases, networks have requested new
CwE-related products without first addressing serious issues with their current product.
Further, there is some evidence of products developed with CIF s assistance thet are either
not clearly defined or not well operationdized.*®

2. Assist organizations to design and use tools and systems to manage growth of integrated services to

30,000-plus clients per organization. Two partners, CARD and RCPB, have exceeded the
30,000 client mark, as compared to the single partner projected to do so by mid-term.
Freedom from Hunger has dso surpassed its target for the number of system guides
developed; however, these guides have not been utilized independently by partners as
origindly intended. Although partners agree that the guides are relevant and user-friendly,
they fed—asthefirgt haf of this matching grant has demongrated—that direct, hands-on TA

19 1n Burkina Faso, a“voluntary savings’ product appears to have been intended to function separately from cash
collateral, but systems were not developed, and as aresult, this additional savingsis currently added to cash
collateral and drawn on in the case of group default.
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is required along with the guides for the credit union networks to successfully adapt and
improve their CwE-related systems.

3. Create and work through innovative collaborative networks of public and private institutions that
leverage Freedom from Hunger’s technical capacity to provide integrated services to the poor. All
targets for this objective have been surpassed. Although no officid satisfaction survey was
conducted, the annua steering committee meeting and the West African annual conference
provide ample opportunity for feedback. Partnersin both regions report high satisfaction
with the qudity of Freedom from Hunger’s TA and strong appreciation for the exposure and
laterd learning opportunities provided by the Matching Grant program. Freedom from
Hunger has enhanced laterd learning not only among networks and between regions, but dso
by inviting other TA providers working with the West African networks to participate in the
annud conferences. Although the specific mid-term indicators related to RTSPs have been
met, the over-riding objective of enabling RTSPsto provide high-quaity CwE-related TA on
alarge scae has yet to be redized.

In the Philippines, CARD has provided exposure visits and training on integrating
microfinance and education services to 40 MFIs, but does not yet have the capacity necessary
to servedl of its programmed interna needs while meeting externd demand. In West

Africa, CIF has done some good-quaity market research, but till could strengthen its

skills! 1t dso playsless the role of trainer than service provider for the networks*? As
noted above, new and existing CwE partnersin West Africa are supported by Freedom from
Hunger and CIF, rather than by a second RTSP. Freedom from Hunger is currently assessing
the most appropriate method of ensuring sustainable services to the region.

4. Create an innovative mechanism for attracting private institutional investors/donors to support CwE.
Freedom from Hunger made the wise decision to abandon this mechanism before it was
launched due to changes in investment markets and declining interest in venture capita
investments.

It has subsequently developed and launched another investment mechanism, MicroCredit
Enterprise, which offersloans for portfolio financing guaranteed by MFI networks such as
FFH. The partnersin this Matching Grant are eligible to apply, but as yet, do not find the
terms attractive. The interest rate istoo high for the West African networks, which are
accustomed to financing their portfolios through members savings, and the fact that loans
arein USD rather than local currency makesit less gppedling to CARD at present.

4.2.1.2 West Africa Objectives

1. Increase the capacity of credit union networks and technical support institutions to enhance the CwE
product and develop new credit and savings products. The indicators for this objective have

1 The mission was able to observe several areas where improvement is needed. The market study for PAMECAS
was well done, but conclusions did not correspond to research findings. In RCPB and FECECAM, market research
was conducted and product development engaged without sufficient analysis of systems required to supervise and
control new products.

12CIF conducts market research for networks rather than offering training on how to do so.
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fdlen short of mid-term targets. These include the number of networks using product
development guiddines on their own, number of new or improved financia products
offered,*® costing products and using dient impact tools, the number of dissemination
workshops for customized education modules, and the publishing of new modules. There are
some sound judtifications for the missed targets, the most important one being that specific
targetsin the Detailed Implementation Plan (DIP) were based on expected TA demands from
the networks over five years, and not the sum tota of individua networks annua CwE
action plans** Asaresult, the participative annud planning process often reved's needs that
are different from the DIP activities. Freedom from Hunger’' s flexibility and responsveness
to partners needsis appropriate and commendable.

However, this missed target also relates to an earlier point: that the West African partners
capacity to independently apply step-by-step TA guides and to appropriate market research
and product development practices effectively has been much weeker than anticipated.
Freedom from Hunger has had to divert energy and resources toward reinforcing partners
basc CwE sysemsin lieu of esablishing internd training systems, developing new modules
and creating efficient progress tracking tools.

Another aspect of this objective was the strengthening of CIF s capacity in market research
and product development. CIF has designed policies for market research and product
development that are complete and easy to follow, has led networks in undertaking sound
market research and has successfully developed new products with networks. CIF s strategy
of drawing on the market research skills of RCPB dtaff has been effective (gpart from
capacity limitations), and CIF has hired a staff member to focus on supporting CwE product
innovation. There are areas, though, in which additional TA to CIF could enable CIF to go
further in its support to the networks. For example, much could be gained in further
upgrading the skills of CIF staff members and other network staff in market research and
product devel opment.

Also, CIF hasincluded in its tools an gppraisa of management systems to monitor and
implement new products, but sample reports provided to the evauation team did not include
such an gppraisal. The evaluators noted that market research or new product devel opment
was under way in the two visited networks, despite serious weaknesses in the supervisory
systems of both. Such weaknesses should have been identified by CIF during the initid
gppraisa and addressed prior to launching new product development work.

Findly, CIF srole will be changing significantly over the next few years, asit worksto
develop aregiond confederation that will provide many new services to the networks—
including liquidity management, regiond representation, ingpection and TA. Itis
recommended that Freedom from Hunger and CIF take a serious look a what these changes

13 The second annual report states that four products had been developed, but spot checks reveal that only two have
been fully rolled out in active networks. RCPB (1) developed and is using a second—generation loan product, plus
testing an urban CwE product. It also is offering voluntary savings, but the product is not yet structured as separate
from the compulsory savings; Nyeésigiso (1) also developed and is using a second-generation loan product; and
FUCEC and FECECAM are researching second-generation products, and health-savings research is under way by
CIF. Kafo Jiginew had also developed a product, but it is not considered, as that network has |eft the program.

14 See section 5.2 for more discussion on DIP indicators.
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will mean for CIF s capacity to implement its responsbilities under the Matching Grant, and
whether any supplemental strategic or technical support will be needed in order to achieve
the targets.

2. Enhance the service delivery operations and organizational capacity of five existing credit union
collaborators to manage growth to reach 180,000 clients. While the number of networks usng new
systems and the number that have worked to integrate CwE more fully into their systems
have achieved mid-term targets, the overdl number of CwE dlientsin West Africahas
decreased by 24%. Thus, the new, integrated systems have not led to their intended results.
Reasons vary by network.

» At FECECAM, overdl systems are weak, so Freedom from Hunger’s mandate to
grengthen only those systems which directly affect CwE was not sufficient, and the
hypothesized positive spillover effect to the larger indtitution has not occurred.*
Additionaly, management has not demongtrated clear commitment to the maintenance
and growth of CwE. Findly, a (recently changed) policy of forced graduation of clients
after five cycdes has resulted in aloss of CwE clients which apparently exceeds the gain
inindividud dlientsto the credit unions.

» At FUCEC, amgor fraud incident, aswell as unintentiond reporting on inactive dients,
led to inflation of early clients numbers. Improved systems provide a more accurate
picture. FUCEC put much effort into strengthening its CwE systems, and found it
difficult to retrench and grow smultaneoudy. Growth efforts were further chalenged by
Togo's growth-limiting politica Stuation, punctuated by recent violence. Granted a
more stable political environment, FUCEC islikely poised to achieve strong growth
during the second half of the grant period.

> At Nyesgiso, acombination of significant, ongoing organizationd restructuring and
unclear commitment to growing CwE are the main reasons for lack of growth. The
serious downturn in CwE portfolio hedlth beginning in late 2004 points to additiona
retrenching, rather than strong growth, in the year to come.

» At RCPB, dthough growth has continued, insufficient supervision of CwE puts the
portfolio at serious risk, especidly as RCPB has the vision, drive and new product
development skillsto dramatically expand the service. Strengthening supervision and
generdly tuning up the ddivery of exising CwE-related productsis vita to protect credit
union portfolios and staff confidence in CwE, and to pave the way for renewed growth
during the coming years.

» Kafo Jginew’s departure from the program resulted in adecrease of 19,000 clients.

Setting aside the departure of one partner (and the loss of those CwE clients), the Matching
Grant program’ s failure to reach growth targets in West Africa has two dimengons: alack of
CWE expansion and aloss of clients'® On the one hand, most of the networks have not
succeeded in bringing in new dients, whether by launching CwE in new aress or by

15 For example, given that FECECAM has a delinquency problem throughout its portfolio, it is not surprising that it
has started to affect the CwE portfolio. Without knowledge of this broader institutional challenge, Freedom from
Hunger could limit its efforts to identifying market or operational issues related only to CwE, rather than hel ping
FECECAM seek assistance in tackling its larger problem and treating the CwE delinquency issue in context.

16 |t should be noted that Kafo Jiginew’ s departure resulted in aloss to the MG program of approximately 19,000
clients. Had Kafo remained in the program and sustained its CwWE client level, the total CwE membership figurein
West Africawould have stood at about 98,500 at the mid-term point, still 36% below the target.
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atracting more clientsin existing areas. On the other hand, the networks are losing dlients at
too fast arate. While in some networks a small proportion of thisloss may be attributable to
the successful “graduation” of CwE dlients to the networks mainstream services, the
evauators believe that most clients are leaving for less satisfactory reasons.

Lack of expansion

» Some networks gppear less committed to CwE and its growth, demonstrating alack of
leadership to drive and coordinate the expansion of CwE.

> Effortsto date have appropriately focused on reinforcing CwE systems, and it has proven
difficult to retrench and grow at the sametime. For example, one network devoted much
of the past two years to improving systems in response to mgjor fraud, while another is
dill undergoing amgjor ingtitutiona reorganization.

> Vaious operaiond issues dso have continued to limit the networks ability to grow.
Some networks are challenged by weak management systems, making interna
communications and pro-active decison-making difficult. Fied agents are not working
efficiently for various reasons, including long distances between Credit Associations,
inadequate or lack of goa-setting, decline of members per Credit Associations,
chdlengesin developing policies and practices relating to pregnancy and meaternity leave,
and lack of motivation.

> Credit union managers do not yet demondtrate ownership of the product, resulting in a
loss of opportunity for growth. In fact, they sometimes perceive CwE as not a product
but a separate activity (even indtitution) thet brings with it an additional burden. For
example, some credit union managers do not take the initiative to investigate new zones
within their service areas where CwE could be offered and do not offer support and
guidance to field agents who identify possible growth opportunities’

> Networks gppear to have difficulty identifying a person responsible for CwE and/or
according him/her with the authority to make relevant decisons. In some cases, the
person responsible for growing CwE does not have the ear of those who oversee
management of credit unions, and is thus unable to push through necessary system
improvements. In one visited network, no one was responsible for addressing product
issues such as adjugting policies on payment frequencies in response to clear client
demand and to the belief of staff that such policies would be sustainable.

» Networks are unable to invest in start-up costs required to launch CwE in new
areas/credit unions (hiring fied agents, purchasing motorcycles, covering initid
operating losses), and individua credit unions cannot take on this risk because of their
gmal sze and asst base. Thisisagtructurd chalenge particular to credit unions, and
unique to CWE, as exigting staff and facilities are used to introduce other products.
Access to affordable, medium-term financing appears to be one way to resolve thisissue.

Client Loss

» Onefactor in client drop-out is ddinquency monitoring. Delinquency has abearing on
drop-out for two reasons: (1) With a solidarity guarantee (which is part of CwE

17 At RCPB, the director of avisited credit union noted that there was ample opportunity to open new CwE
associationsin his zone, but did not see it as hisroleto implement it. At FECECAM, interviewed field agents had
expressed to management their desire for help in growth and client retention but did not receive adequate support or
assistance.
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3.

methodology), delinquent dlients will eventudly be forced to leave, or on-time dients
will have an incentive to leave (S0 as not to continue subsdizing their peers). Thisis
exacerbated when ddlinquency is not addressed and managed immediately; and (2) Credit
Associations in default do not receive new loans, so clients go in search of other
options.® CwWE methodology calls for regular weekly, biweekly or monthly payments to
be closdly monitored and enforced by the field agent. In practice, however, the West
African partners measure ddinquency in their CwE portfolio only at the end of the loan
cycle, and field agents have become lax in enforcing intra- cycle, Credit Association-leved
payments. Thus problems are not identified by supervisors until they have become very
serious. High unrecorded delinquency was an issue in both networks visited.*®
Secondly, client drop-outs are not measured. The indicator isincluded on the quarterly
status reports, but many partners do not report it, and no standard formula has been
determined. The failure to track this has dlowed a Stuation of the very high number of
drop-outs to go unreported. Although the mission did not do a complete assessment of
this question, according to Credit Association registers, field agent documentation and
focus group discussions, al visted fidd agents and Credit Associations experienced high
levels of drop-out. Solutions to the drop-out issue must be twofold: ensuring thet
products respond to market demand and ensuring that field agents are not actively
encouraged to force clients out, but rather resolve repayment problems when they first
occur.

Ddays in data monitoring make it difficult to respond promptly to issues. Asof the
evauation vists to Burkina Faso and Benin in May 2005, RCPB’s most updated Tableau
de Bord was for January 2005, while FECECAM'’ s latest update was in March.
Inaccuracies in datamay dso exist.®

Not al networks perform trend analys's, and it has resulted in some networks having
limited knowledge of the dedining client numbers, particularly at the leadership leve.
Competition isincreasing for some of the networks. They are ill in the process of
becoming more demand-driven, and not dl of them have the ability to adapt products to
new market demands. In Benin, both clients and field agents noted that former CwE
clients had |€ft to join competing indtitutions, and athough network staff was aware of
this, they were unable to adapt their productsin response.?:

Clients and field agents note that economic and palitical ingtability has resulted in clients
hesitance to borrow. Thisissueislikely to affect both CwE client retention and growth
to some extent, but does not appear to be an overwhelming factor in client loss

Select and train a sustainable regional technical service provider (RTSP) that can assist two new CwE

implementers in West Africa to reach 20,000 new clients. Freedom from Hunger explored possible

18 Note that in one network, field agents were implicitly encouraged to close Credit Associations with delinquency
problems, even if they ultimately repaid the loan. Inappropriate monitoring led field agents to conclude that PAR
was the only important indicator and that a portfolio of only five Credit Associationswith only six members each,
for example, was preferable to a standard portfolio of over 15 Credit Associations of 30 members each, if the former
assured 0% PAR and no end-of-cycle repayment delays.

19 The evaluation team was not privy to the overall portfolio data of all networks. The one network for which data
was available showed high delinguency levels throughout the network. A conclusion cannot be drawn that thisisa
similar situation in all. Delinquency monitoring in other products, however, was more transparent than for CwE.

20 See Section 5.4

2! visited Caisse de Cové.
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collaboration with two potentid RTSPs early in the Matching Grant program,* but
determined that neither had sufficient capacity and interest to take on the role successtully.
To date, the West Africa Team (made up of the two- person West Africa Office (WAO) and
two head office staff) has been playing this role during the first hdf of the Matching Grant.

In FY 2006, Freedom from Hunger plansto hire anew West Africateam member to
strengthen its capacity to provide TA to partners. It aso plansto assess further its strategy in
terms of developing sustainable CWE support servicesin West Africa. This may include
spinning off WAO, identifying loca consultants or continuing efforts to identify aloca

RTSP.

In terms of new partners, the West Africa Team has identified two new partners, of which
one (Kondo Jgimain Mali) has successfully launched CwE services and reached 570 clients
by the end of itsfirst quarter of lending (as of March 31, 2005). Collaboration with the other
new partner, PAMECAS, continues to proceed and CwE launch  lagt is anticipated in fall
2005. Concerns about overlap and competition with an existing group loan product for
women at PAMECAS led to careful analysis, market research and CwE product
configuration discussons over the second year of the Matching Grant. The revised approach
will entail adding education to a down-market portion of the existing group loan portfolio in
numerous credit unions, Smilar to the gpproach used with CARD. While this process of
reflection and revision has delayed the launchin Senegd, Freedom from Hunger, the partner
and CIF are now confident that this dtered gpproach will be much more sustainable and
scalable. Asareault of these events, and the political Stuation in Ivory Coadt, the Matching
Grant program has achieved only 570 of the targeted 3,100 clients from new partner
networks as of March 2005.

4. Maximize and promote lateral learning, while coordinating TA, among all key stakeholders (CU
networks, local and international technical service providers, and institutional investors). Lateral
learning has two key components under the Matching Grant program: annual conferences
and exchange vigts. The exchange at the annua conference has been haled and very much
gppreciated. At the 2004 West African conferencein Togo, CARD aso participated and then
followed up with avigt to RCPB and CIF in Burkina Faso, providing vauable opportunities
for cross-regiond exchange and dissemination of lessonslearned. Similarly, the 2005
Matching Grant steering committee meeting was held in the Philippines, permitting CIF and
RCPB representatives to visit and learn about CARD’ s practices. While some exchange
vigts have occurred between West African partners, especidly in conjunction with CIF
product development activities, the networks have not taken full advantage of exchange visits
by sending operationd staff, for example. Thisis partly due to funding limitations.

4.2.1.3 Southeast Asia Objectives

1. Enhance CARD'’s research unit capacity to conduct market research for developing new or improved
products. CARD has dedicated much effort to the development of its research unit, which is
well utilized by the NGO and Bank. The research unit was able to document eight new
procedures and inform significant changes to CARD’s main product aswell asthe new
individua loan product. It has hired four of the targeted six staff. Two chdlenges were
identified by the research unit itsdlf: (1) Research results are not yet well disseminated

22 CESEAO in Burkina Faso and ISPEC in Benin
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throughout CARD. The unit could benefit from TA to develop amethod for streamlining
research results to make them practitioner- and reader-friendly so that they could be
disgtributed to and applied by al levels of the organization.

(2) Another areafor improvement would be the trandation of research findings into product
features. Freedom from Hunger plans to work with CARD during the next year to develop
solutions to these concerns.

2. Expand the range of products offered by CARD to poor women in rural areas in order to enhance client
satisfaction and impact. CARD has made sgnificant changes to its core product — changing
from group to individud liability, making access to saving more flexible and reorganizing
meeting schedules. CARD Mutud Benefit Associaion (MBA) has introduced life insurance
to CARD clients and will soon be offering hedth insurance aswell. In addition, various
products are being piloted, including smdl business loans and housing loans. CARD’s
srategy to focus first on improving its core product and then develop additiond products was
wise and has borne fruit, as can be seen in itsimpressve growth. CARD monitors drop-outs
and reacts when ratesincrease by performing market research and making necessary
adaptations. The Balik CARD product, for example, was designed to offer incentives and a
dient-friendly mechanism for drop-outsto return. CARD has aso introduced a pre-exit
survey designed to understand why clients are leaving and convince them to slay. CARD’s
dient-responsgive product development is one key to its effective growth.

3. Enhance CARD's organizational capacity to manage growth of integrated services. CARD has
achieved impressive growth in CwE, increasing the number of clients served more than five
times since the basdine. It has deliberately managed its growth, by decting to introduce the
education into some branches only after the new (ASA) lending methodology was introduced
and/or delinquency issues addressed. It has dso introduced various new systems to manage
growth, including observation checklists and learning session checklists to monitor the
qudity and flow of Center meetings and education sessons, the Learning Sesson At Risk
(LSAR) toal to measure the quantity of education delivered againg targets, numerous client
and gaff incentives, such as weekend stays at the resort-like training center and digibility for
student scholarship awards; a new asset-liability management system and a new accounting
sysem inthe NGO. The CMDI has developed trainings for new technica officers and
branch managers, contributed to the development of an education module for members on
managing household finances and adapted two education modules on microenterprise
management.

The keysto CARD’s success are myriad, but the most important appear to be as follows:
Strong leadership and vision for the growth of CwE to poor women

Commitment to socid misson that permesates the organization and its culture
Demand- driven and dient-responsive products

An inditution-wide target market of very poor, mostly rura women organized into
cohesive groups™

VVVYVYY

23 Unlikein West Africa, whereintroducing CwE implies creating new credit services for clientsin a market
different from the networks' typical target, at CARD CwE was introduced by integrating education into credit
services offered to CARD’ s primary market.
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» Powerful incentives to attract and retain clients (such as scholarships; plagues,
business, hedlth and livelihood training; and overnight exposure vists)

» Careful atention to client drop-out and innovative strategy to bring back former
clients

» Active use of research department to improve services

Despite this impressive performance, there are important areas for improvement to ensure
that service qudity can be maintained dongside growth:
» Education services (“learning sessons’) are not delivered continuoudy to CwE
clients, sometimes with long delays between learning topics.
» Rapid growth in dients and gaff has chdlenged the CMDI’ s capacity to provide
timely training to technicd officersin CwE on education modules
» The education component is sometimes viewed as supplemental to CwE, and its
monitoring is not yet embedded in CARD’ s systems and trainings >
> Qudlity of ddivery of education isinconsstent. Newly trained technicd officers are
not as strong as the “ pioneer” training officers of severa years ago (who are
increasingly promoted out of those posts).

Although atool has been developed for monitoring the quantity of education sessions offered

to each CWE dlient group (LSAR), the adopted measure will only be useful once technica
officers are recalving training in new education modules on aregular basis and training
sessions are scheduled to take place without interruption. 2

4. Develop CARD Training Institute (CTI) to prepare CARD’s and other MFI staff to offer financial and

education services that respond to the needs of poor women. The CARD Training Center was

established as afree-standing CARD MRI and registered as CMDI in April 2005. At the
time of the evauation team’ s vist in July, CM DI was establishing new systems and

operationa strategiesin preparation for its new phase. Most importantly on CMDI’ s agenda

isthe training of 300 new technica officers and the launching of its new Magter’ s degree

program by the end of December 2005. CMDI has extended training to 40 externa MFIson

integrating financid and non-financid services (CwE), and while it will continue to play a
regiond role, the inditute will focus heavily on meeting the training needs of the CARD
MRIs over the next few years. CMDI ison target, and if it continues at this pace of
development, will likely have postioned itsdf firmly as an RTSP for CwE services by the
end of the Matching Grant. Still, CMDI has many chalenges ahead. It will need to
ggnificantly increase its gaff and put clear syssemsin place in order to balance its three

24 |n fact, fundamental training in CWE for newly hired technical officers does not appear to have taken place at all

in at least ayear (but training in new education modules has indeed continued).
25 Staff performance evaluation, TO Ready to Go, BM Ready to Go. Plansarein place to include education

6

Eerformance tracking in the M1S and performance eval uations, but as of the evaluation it was not yet in place.
Since many technical officers have either not yet received training on CwE facilitation or have already provided

all the learning sessions on the education modules they have learned, the LSAR system classifies them as * on-time’

with learning sessions—they cannot give a session if they haven’t been given the skills, so they also cannot be
considered “late” in delivering those sessions. There are many more education modules available, but CMDI
training capacity, demand by branches and operational transitions have led to delaysin providing them to the

technical officers.
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monumenta responghbilities: training CARD gaff, providing exposure vigts to counterparts
throughout the region, and administering a Master’ s degree program in Microfinance.

4.2.2 Impact of the Matching Grant Program on Target Populations

The TA and activities provided under the Matching Grant program have had a noticesble,
positive impact on clients. Although dient impact was not the primary focus of the evauation
and therefore could not be systematicaly verified, in both West Africaand the Philippines,
clients responded very positively to questions about changes in their lives since becoming
members.

In both locations, training was cited fredly by clients as a valuable and important service. In
West Africa, clients described benefits of both hedth and businesstrainings. In the Philippines,
the most popular training isin livelihood skills, such asthe smdl production of coconut oil or the
preparation and sdlling of pork dumplings. CARD has crested alinkage with a government
project in order to offer such occasiona trainings for Center representatives (note that thisis
separate from Center meetings and the offer of CwE).

The vast mgority of the interviewed clients in both regions expressed satisfaction with the CwE
services and could identify positive impacts. Noted impacts include: children who were bigger
and stronger than their older sblings at the same age after being exclusively breastfed; fewer

trips to the pharmacy or the hospital because of family’s better hedlth and fewer bouts with
malaria; higher business profits due to lower interest rates for CwE loans (as compared to buying
on credit); improved business due to higher awareness of customers, competition and the need to
diversfy, and the new practice of separating business capita from persona funds.

While clients noted that they liked the savings services, they spoke more about the impact of
loans. In West Africa, clients of anetwork that had begun adapting CwE services to fit their
needs better expressed their gpprova of these changes. Examples cited were monthly rather than
weekly payments and extension of the loan cycle. In the Philippines, clients were very satisfied
with recent changes in product terms (individud liability and flexible savings) and greatly
appreciated incentives such as smal educationd scholarships for their children, insurance
schemes and community development projects. These are clear results of improved systems and
an ability to adapt products to client needs.

4.2.3 Impact on Freedom from Hunger

The Matching Grant program served to test the most effective ways to bring about sgnificant
growth in CwE services through two digtinct models:

1. Integrating CwE into credit unions by helping them devel op the capacity to introduce a
down-market product to poor women which bundles credit, savings and education services.

2. Embedding education into microfinance ingtitutions by helping them incorporate learning
sessonsin their exigting group-based financid services for poor women.

The lessons learned from these two experiences will serve to inform not only the activities for
the remainder of the Matching Grant, but also Freedom from Hunger’ s approaches to future
programs. Freedom from Hunger expected the following activitiesin particular to have a
positive impact on its own capacity and future endeavors.
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» Providing TA to large indtitutions seeking to improve supenvisory, controls, human

resource and portfolio management systems

Developing new guides and trainings tailored to the needs of two different types of

indtitutions, to enhance the ddlivery and outreach of CwE

Refining tools for CwE market research and product devel opment—allowing Freedom

from Hunger and other CWE service providers to offer sronger TA in these areas

Working with partners to develop and test larger CwE loans, such as through

experimentation with second-generation CwE products

Experimenting with savings product development through its partnership with CIF (for

example, voluntary and hedlth savings)

Determining the optima level of TA to provide to MFIs or NGOs seeking to embed

education into current microfinance services

Determining the gppropriate TA required by credit unions to provide CwE effectively on

alarge scde

> Developing a CwE venture capita fund, including experience gained through appraisa of
and investment in microfinance inditutions

» Working through RTSPs developed during this Matching Grant program

Y
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As of the mid-term, Freedom from Hunger has adready acquired severa of the anticipated
capacities, including adapting systems for CwE growth, refining market research tools,
experimenting with second-generation CwE loans, and achieving the optimd level of TA for an
MFI. Over the next two and a haf years, the organization will aso gain the anticipated
experience in savings and hone its understanding of the complete TA package required for credit
unions. At least in the Philippines, Freedom from Hunger will likely have developed an RTSP
ableto offer afull range of CwE training. As noted above, the venture capita fund was never
implemented, and thus thisimpact will not be fet, though Freedom from Hunger has gained
experience through its newly launched MicroCredit Enterprises fund, which finances partner

MFHI s through portfolio loans.

In addition to the anticipated impacts, Freedom from Hunger aso has some valuable lessons to
learn from successes and chdlenges to date, to be further discussed in Sections 4.4 and 5.8.

4.3 Cross-cutting Issues

4.3.1 Partnerships

Since Freedom from Hunger is atechnica service provider rather than an implementer,
partnerships are key to the success of this Matching Grant program. Partners are responsible for
setting their CwE godls, identifying and requesting TA, and implementing and monitoring the
CwE sarvice. Freedom from Hunger’ s respongibility to craft appropriate TA interventions and
toolsisrdiant on ashared understanding of the partners needs and individua contexts.
Therefore, good communication, trust and responsiveness are important ingredients for the
success of the Matching Grant program in both regions. Many of the partnerships under this
Matching Grant program are sound and productive, but this section provides some insight asto
how partnerships might be strengthened.
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One dement that has contributed to strong partnerships was the careful selection of program
partners. Freedom from Hunger had worked with CARD under a previous Matching Grant and
had experience with severd credit union networksin West Africa. Although CIF was anew
ingtitution, it was created by the networks and managed by a visonary and dynamic leader who
had previoudy worked with Freedom from Hunger in his role as Generd Director of RCPB.
Freedom from Hunger's strategy of partnering with ingtitutions that had a stated mission to reach
the poor and the apparent capacity and commitment to expand CwE was dso very muchin line
with program goals, and laid a good foundation for the evident strength of many of the
partnerships under the Matching Grant program.

The partners and Freedom from Hunger itsdlf arein many ways positive about thelr

collaboration In West Africa, operationa staff—at al the networks interviewed and at CIF—
appreciaes Freedom from Hunger’ s expertise and commitment. They highlight the qudity of

TA services provided and gppreciate Freedom from Hunger’ s flexibility and responsiveness to
their requests. In the Philippines, the partnership is characterized by mutual respect and trust on
the part of both |eadership and operationa staff. CARD and Freedom from Hunger clearly share
avison and commitment to quaity, as wel as ownership of the Matching Grant objectives. This
has led to well-focused and productive TA and a relationship that goes beyond CwE services?’

The following specific partnership impacts can be noted for each participant:

» CIF has documented its market research and product development methodologies, making its
services to networks more systematic.

» RCPB hasincreased CwE outreach by 25% and developed new products, including second-
generation and urban CwE products.

> Nyeésigiso hasintegrated CwE into its broader systems and designed a second-generation
product to serve mature CwE clients.

» FUCEC has undertaken sgnificant systemic improvements since the start of the Matching
Grant, particularly in internd controls, supervison and successful integration of CwE into its
systems. These changes have positioned FUCEC for growth of CwE.

» FECECAM hasimproved interna controls, and CwE is now monitored through regular
ingpections. CwE isreatively integrated at the leve of the credit union, with loan officers
abletofill in for field agents when necessary (on the credit and savings Side).

» Kondo Jigima invested its own funds to launch CwE in its network and is making great
grides in ramping up its activities.

» CARD has been able to sgnificantly develop its research and training capacities, including the
important step of establishing the CMDI for both internd and externd training. 1t hasseen a
grengthening of its overdl systems, from smple tools such as monitoring checkliststo an
asset-liability management system.

» Freedom from Hunger has also benefited from its partnership with CIF and CARD, which
have provided atesting ground for the RTSP modd. Most importantly, the Matching Grant
program has afforded Freedom from Hunger the opportunity to makeits TA more
effective—responding to demand, tailoring products to the local context and ensuring that
TA is gppropriately designed and managed.

27 See Annex C for additional partnership details.
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One of the key differences noted in partnership reationship management between the two
regions is the time spent with partners. In the Philippines, Freedom from Hunger spends
sgnificant time on-Ste with CARD (vists typicaly lasting two to four weeks). Thishasled to
CARD including Freedom from Hunger in larger strategic issues, and resulted in Freedom from
Hunger’s more globa view of the organization, which has perhaps helped the TA provider better
asss CARD in reinforcing its CwE, research and training services. Longer vidtswith time
built-in to address unexpected concerns and challenges were cited by CARD staff and leadership
asaprimary ingredient in the strong partnership.

In contrast, though Freedom from Hunger has devoted more staff and time to the program in
Wes Africa, itstimeis divided among the six networks and CIF. West African partners noted of
their own accord that Freedom from Hunger visits are too short, infrequent, narrowly focused
and overloaded. This TA drategy has challenged the partnerships in West Africain severd
ways. Firgt, Freedom from Hunger does not systematicaly collect data and information on
partners beyond that which is directly related to CwE, and larger ingtitutional weaknesses that
might impact the networks' ahility to expand CwE have sometimes gone undetected or
undervalued.® TA vists are usudly made in accordance with an annua TA plan and are focused
on one or two specific areas (such as an intensive, week-long workshop on interna controls).
While partners appreciate such in-depth, well-prepared and collaborative interventions, there is
usudly little time or energy outside the workshops for addressing unexpected issues that may be
impeding growth or improvement, in atimely and pontaneous manner. This focused

relaionship may in some cases have contributed to a reluctance to engage in frank and open
discussions®

Further, not dl leaders of partner ingtitutions are familiar with their networks' outreach targets
under the Matching Grant or their own progress toward achieving those targets®>° Thismay be
indicative of alack of commitment to the specific gods of the grant, but also reflects the vaue
these leaders place on the partnership with Freedom from Hunger.3*

Some important steps can be taken to tackle the partnership challengesin West Africa

» Freedom from Hunger and CIF need to revisit and agree on the Structure of their relationship
under the Matching Grant program. The evauation team detected a mismatch between the
partners  respective expectations and understandings of their roles. CIF seemsto consider
itsdlf a contractor, hired to provide specific services on behaf of Freedom from Hunger and
its Matching Grant objectives, while Freedom from Hunger has|ooked to CIF as a co-leader

28 An example of this may be FFH’ s under-estimation of the accompaniment required by credit union networks to
implement tools and guides.

29 At FECECAM, although leadership at the credit union level was aware of serious problems with the CwE

product, they chose not to share them with Freedom from Hunger, or the evaluation mission until they had been
discovered.

30 |nterviews with CIF and FECECAM revealed that management was not readily familiar with indicators and
progress toward them, although Freedom from Hunger shares them annually in the West Africa Conference and
discusses them with partners during bilateral discussions. In addition, CIF has all the project documentation (project
proposals, DIP, annual reports) and was involved in developing the proposal and DIP and participates in discussions
relating to the project targets. The evaluation mission provided progress data to them during the visit.

31 Freedom from Hunger has on several occasions experienced difficulty in setting up meetings with key staff at
FECECAM, Nyeésigiso and PAMECAS during visits.
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and co-owner of the Matching Grant program. The partnership could work under either
assumption, but a clearer, shared understanding would enable the two to work together and
with partners more effectively.

» Activities undertaken by CIF and Freedom from Hunger under the Matching Grant program
need to be better and more proactively coordinated. New product development and
reinforcement of systems are iterative, reflexive processes, and better coordination of these
will ensure amore effective, timely and gppropriate TA package.

» Freedom from Hunger and CIF should have a frank discussion together with each partner to
confirm the partner’s commitment and vision for expanding CwE. A common visonis
fundamental to shared responsibility for meeting objectives. During the remainder of the
grant period, Freedom from Hunger and CIF need to avoid devoting scarce resources to
partners that do not intend or are unable to implement the tools and TA extended to their
gaff, whatever the reason. Firm milestones should be set with partners as prerequisites for
providing the next TA intervention.

» Freedom from Hunger should find ways to restructure its own activities such that TA staff
can spend more time with partners, and gain a better understanding of partners’ broader
capacities and god's and how CwE fitsinto those. Deegpening the partnerships in this way
will require efforts from both sdes but islikely to result in much greater impacts.

» Expectations of networks also need to be clarified. Throughout the evauation misson,
network leaders clearly intimated that Freedom from Hunger could assist them in accessing
funding. Thiswas not part of theinitid Matching Grant program design, nor part of
Freedom from Hunger's TA-based strategy. There has been discussion of creating a CwE
expanson loan fund, which may address some of these requests; but expectations should be
discussed and agreed upon once again to ensure that each partner is satisfied with the
services provided.

» A find, smple change would be more advanced confirmations of trips and trainings.
Deayed confirmations on both sides have sometimes resulted in unavailability of key parties
to attend (which can give theimpression of lack of interest).

On afind note, efforts have been made in both regions to build associations and coditions with
some success. In West Africa, three international TA providersthat dso partner with the
networks have attended annual conferences. CIF has played apivotd role in increasng the
interest of one key network partner, Dévél oppement international Degardins (DID), in CwE
services, which may offer greater possibilities for coordination. In the Philippines, CARD has
developed a rdationship with a government livelihoods training project to provide additional
enterprise training to its clients. It has aso been able to expose aff to new tools and ideas
through participation in an internationa research project with Freedom from Hunger to develop
financia education curricula for dlients.®

As noted, many good things have come out of the partnerships. Partnerships play a centra role
in meeting the objectives of this Matching Grant program; thus careful attention to maintaining
positive relationshipsin the Philippines and improving relaionship wesknessesin West Africa
could go along way to ensuring that the Matching Grant program moves forward more
effectivey.

32 Financial Education for the Poor, a collaborative three-year effort of Microfinance Opportunities and Freedom
from Hunger, to develop and pilot afinancial education curriculum for microfinance clientsin developing countries.
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4.3.2 New Tools, Guidance or Standards

This Matching Grant program has produced a series of high-quality tools and approaches which
merit broader distribution, in addition to two models that can facilitate that distribution.

Financial products. In West Africa, a second-generation CwE product has been devel oped for
women whose businesses have grown and now require different services. An urban CwE
product, a health savings and voluntary savings products are o under development. In the
Philippines, the Balik CARD product designed to re-attract drop-out dients, an individud loan
product and the housing loans are important innovations. A hedth insurance product is aso
under development.

Education products. Freedom from Hunger has devel oped and further adapted education modules
jointly with its partners. Revised or new modules include Diarrhea, Manage Y our Business
Money, Increase Y our Sdes, Mdariaand Family Planning. Additionaly, CARD has developed
some important education srategies, including partnering with aloca indtitution to provide
livelihood training to dients and introducing atraining for new technica officersor “TOs’

entitled “TO Ready to Go.”

Education dssemination strategies. RCPB uses atiered structure for disseminating new training
modules to field agents throughout the indtitution. Such a structure could facilitate quick,
efficient ways of ensuring that new training modules are disseminated quickly.

Systems Guides for CwE. Although credit union networksin West Africa have struggled to
implement the system guides without accompanying TA, the tools are complete and may be
useful for wider dissemination, as inditutions with sufficient internd cgpacity would likely be
able to implement the guides with no additiond assstance. Systems guidesindude Desgning
Staff Incentive Systems, Adaptation of Monitoring and Reporting Systems, Improving CwE
Interna Controls, Ensuring Strong CwE Supervision and Integration of CwE into Credit Union
Sysems. Additiondly, atraining systems guide and product costing guide are under
development.

Progress monitoring. In the Philippines, much has been done in the way of developing progress
monitoring tools and approaches.  Such tools include observation checklists, regular senior
management spot-checks of branches and Center mesetings, learning sessons-at-risk (LSARS)
indicator and client drop-out tracking.

Research tools. Contributions have been made in both regions toward improved research tools.
CIF has developed smple, complete procedures, which will be turned into atoolkit for product
development. CARD’ s research department has made considerable strides in developing,
refining and/or implementing a variety of tools, including Lot Qudlity Assurance Sampling
(LQAYS), participatory rapid data andysis methods (relative preferences and competitor analys's),
mini-surveys on food security, staff and client satisfaction surveys, integrated market research
tools, exit survey, pre-exit survey, food security index, and poverty monitoring indicator.

Approach. In West Africa, the Matching Grant program has emphasized laterd learning, and the
networks have expressed both great appreciation for the opportunity to exchange experiences
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and the need to increaseit. In the Philippines, Freedom from Hunger has trained CARD to
customize and design its own education modules.

Dissemination. Part of the Matching Grant program’ s intended approach isto develop RTSPsto
leverage CWE TA dissemination. Although this has not yet been fully redized in West Africa,

al learning for CIF isautomaticaly available to al West African networks. In the Philippines,
CARD has provided training in the integration of education and financia servicesto severd
externd inditutions, as wel as exposure visits to hundreds of others.

4.3.3 Advocacy

Although advocacy was not the initid intention of this Matching Grant program, in West Africa,
credit union networks have identified a congraint to growth, which affectsal of themin
expanding CwE—a 27% effective interest rate cap, imposed and increasingly enforced by the
Central Bank of West African States (BCEAO). Networks have selected CIF as the entity to
take up thisissue on their behaf. CIF has reluctantly agreed to play this role and hopesto
conduct an in-depth cogt and efficiency andysis a the inditutiona level before engaging in
regiond-leve advocacy. No timetable has been sat, dthough the issue appears relatively urgent.

The evauators recommend that Freedom from Hunger work with CIF and partnersto create a
plan and timetable for completing this research and initiating advocacy efforts if deemed
appropriate. A successful intervention on the part of CIF in this issue could well become an
unanticipated pogtive outcome of this Matching Grant program.

4.3.4 Conflict Mitigation/Prevention

The Matching Grant program has attempted to avoid conflict zones. In fact, this decison
delayed expansion, since intended partnershipsin Ivory Coast were put on hold due to unstable
conditions in the country. Nonetheless, program partners and participating networks work in
turbulent countries. Several CARD branches were affected by conflict and displaced clients over
the past few years. And FUCEC suffered serious if hopefully temporary delinquency during

cvil unrest in Togo in April-May 2005.

CARD has developed an emergency loan product in response to floods, which could aso be
applicable immediaely following civil unrest. It dso is beginning to manage assets and
ligbilities more closdly, but could do more to andyze market risk and implications on investment
and liquidity management as part of its new ALCO.

Networks in West Africaso far have maintained rdatively consarvative liquidity policies for
thelr credit unions, enabling them to stop lending during temporary civil unrest. Asthey look
toward building a confederation through CIF, the networks will have many more options for
providing financia servicesto ther clients through sster networks (in case of cross-border
displacement). They dso may have more access to emergency liquidity linesto help see them
through crises.

No consistent conflict strategy appearsto exist, but key eements enabling partners to westher
such events are in place or under way.



BREAKING THROUGH BARRIERS TO GROWTH: MID-TERM EVALUATION
Expanding the Scope and Scale of Credit with Education in Two Regions 30

4.3.5 Sustainability and Scale-Up

The design of this Matching Grant was geared toward sustainability and scae-up. None of the
partners are financidly dependent on this Matching Grant program. In fact, the Matching Grant
program offers more to partnersin the way of TA than financia support. As noted earlier in this
section, the decision to build RTSPs and to work with partners with the cgpacity and vision to
grow on their own was intended to ensure both scale-up and sustainability beyond the Matching
Grant program period.

In the Philippines, CARD iswell onitsway to becoming astrong RTSP for CwE, ableto train
other organizations to offer integrated products. Its own operations and capacities should
continue to grow and improve in quaity over the second half of the Matching Grant program.
Sudgtainability of CMDI was part of CARD’ s vison even before the Matching Grant program,
but the program has strengthened its capacity, and placed sustainability at the center of the
business plan that is being revised.

In West Africa the expangon and even the ongoing sustainability of CwE servicesin some
networksis currently in question. The region has seen a 24% overdl declinein CwE dlients
since the beginning of the Matching Grant program, with only one partner (RCPB)
demonstrating any growth and only one other veteran partner (FUCEC) poised to grow CwE
sgnificantly during the next two years. In terms of financia sustainability, no network has yet
been able to cost its CwE (or other) products, athough severa continue to question the
profitability of CwE without sufficient datato andyze this. Freedom from Hunger has taken
steps to address these concerns through discussions at conferences, continuing to respond to
requests for specific TA on systemsissues, developing atoal for tracking and andyzing CwE
portfolio, carrying out a product cogting exercise, and many other activities. But CwE growth
has remained eusve. The evauation team has, therefore, placed much emphasis on thisissue
and summarizesits recommendations in Section 4.4.

4.4 Lessons Learned and Program Recommendations

The dramatically different contexts and structures of the two regions and partners of this
Matching Grant program might, at first glance, lead one to assume that few lessons could be
gpplicable to both. In West Africa, the Matching Grant program operatesin five countries. The
role of RTSPis shared by CIF and Freedom from Hunger. CwE isimplemented by six credit
union networks, each composed of independent credit unions with varying degrees of
management and investment autonomy. In the Philippines, the roles of RTSP and CwE
implementer are both carried out by asingle partner. CARD MRI isagroup of ingtitutions
functioning under a single management structure making centraized investment decisons.

Moreover, the approachesin each region are quite digtinct. In West Africa, the Matching Grant
program has entailed developing the systemic infrastructure for credit unionsto add a
decentralized, down-market, group-based product to their otherwise centralized, individua
product menu, while in the Philippines, the Matching Grant program has worked to embed
education into an existing group-based microfinance technology and enhance the capacity of the
research unit and training center to continue innovating, expanding and dissemingting the linked
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CwE technology to their branches and other ingtitutions. Challenges to growth were thus greater
in West Africa because of the scope, structure, and activities involved in offering CwE.

Despite these differences, useful lessons can be drawn that may inform both regions not only in
improving progress toward Matching Grant targets, but also maintaining sustainability beyond

the Matching Grant program. This section summarizes program lessons drawn from successes as
well as challenges and provides recommendations for the second haf of the Matching Grant

program.

4.4.1 Lessons Learned

Growth

1. Thekeysto growing CwE while maintaining quality are asfollows:

Ingtitutiond vison and commitment to the growth of CwE

A commitment to socid misson & dl inditutiond leves

Pro-active efforts to remain demand-driven and dient-responsve

Capacity and willingness to invest in expanding CWE to new zones

Strong management systems able to manage or adapt to growth

Good understanding of market and competition

Powerful incentives to atract and retain clients

Responsveness to CwE staff and staff incentives

Access to appropriate TA to assst in improving systems and products.

2. lItisdifficult to retrench and expand at the same time. The more strengthening that an
indtitution’s systems requiire, the more difficult expansion becomes. The experience a CARD
shows that, to some extent, it is possible to introduce new systems and address portfolio
quality issues while growing. CARD managed a significant product adaptation on a branch-
by-branch bas's, while smultaneoudy addressing arise in ddinquency and expanding to new
areas. It ensured that adequate financia, portfolio, controls and supervisory sysemswerein
place prior to adapting the methodology or undergoing magjor expanson. Even with this
impressive performance, however, CARD faced chdlengesin maintaining qudity of
education services during rapid expansion of CwE.

3. Credit Union networks are inherently different from private or NGO MFIs, asthey are
networks of independent indtitutions. Depending on how centrdized the network is, changes
may require discussions with the board of each credit union, dowing the replication process,
and communication among credit unions or regions of a Sngle network may be minimd,
reducing opportunities for interna replication and lesson-sharing. Each credit union will
view the product as new and may be resigtant to investing in sart-up costs.

4. Sufficent and prudent monitoring of dataindicators (including portfolio at risk, client drop-
outs, trend analyss) in atimely manner can dert management to deficiencies and help direct
effortsto avoid large client loss.

5. Lossof clients may be due to market or interna policies encouraging field agents to remove
clients and discouraging efforts to re-attract drop-outs. Incentive packages to attract, retain
and bring back members can have a substantial impact on client retention and growth.

VVVVVVYVYVYY

Technical Assistance
6. Demand driven TA is positive, but should be coupled with regular, joint planning and
revigiting of indtitutiona context and goas.
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7. Laterd learning can be a powerful tool, both for leaders (strategic questions) and for
operationd staff (operationd questions).

8. No product can be developed and maintained in isolation. Systems, management and
ingtitutiona structures affect dl products. TA for CWwE must take into account the broader
context of the ingtitution and its products.

9. Inorder to ensurethat CwE or arelated TA package is appropriate, agenera inditutiona
assessment undertaken by the TA provider and partner would help the TA provider to
understand the indtitutional context, tailor the product and TA package, and strengthen the
working relationship.

10. If the CwE portfolio is not hedthy or growing, developing anew CwE-related (such asa
second generation) product to offer alongside CWE is not an appropriate response. Instead,
the existing product should be adapted or replaced.

11. TA to partnersis mogt effective when focused, intensive workshops and trainings are
combined with less-structured time for addressing more generd and unexpected needs.

Education

12. Education is a much appreciated agpect of CwE by dlients, and focus groups maintain that it
is having an impact on clients hedth and businesses. Ensuring quality and congstency of
learning sessions is necessary to have the grestest impact.

13. Ensuring that educetion is viewed as akey part of CwE services throughout the ingtitution
requires integrating its management systems, such as staff performance evauation,
incentives, MIS.

14. A wdl-defined, efficient and interna mechanism for preparing field agents to ddliver the
education topicsis akey to service sustainability and growth; this becomes increasingly
crucid asthe CwE client and staff base grow.

15. When there are mgjor changes or chalengesin the credit portfolio, education is sometimes
put on hold. Ingtitutions could develop modules to address changes or chalengesagroup is
facing to be delivered in place of hedlth or busness modules. They aso need clear policies
on when to put regular learning sessons on hold (perhaps while offering specidized
modules) and at what point to restart programmed learning sessions. Thiswould ensure
continuity and emphasize the centrd role of education in CwE.

16. Checklists are asmple and effective way to monitor education quaity and quantity.

Partnerships
17. Strong partnerships are necessary to the success of joint programs between TA providers and

implementers. Keysto strong partnerships include the following:

Shared vison and commitment to gods

Mutual respect and trust

Transparency

TA providers understanding of indtitutions' current systems, capacities, experiencein
amilar activities (e.g., developing new products) and decision-making structure

TA providers presencein thefield (i.e,, longer vidts and history with partner)

Clear definition, understanding and coordination of partners respective roles and
responghilities.

YVVVY

Y VvV
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4.4.2 Recommendations

This section summarizes the key recommendations overdl for the Matching Grant program, and
then specifies recommendations by region.

Overall Matching Grant Program

Globally, the Steering Committee should:

1. Re-evduate and set new growth targets by region and partner. The March 2005 target of
196,000 CwE clients was nearly met, but the variations by region were dramatic, with the
Philippines far exceeding expectations and West Africafacing unanticipated chalenges. In
order to challenge CARD to further innovation and growth, and spur the West African
partners to reach for redigtic indicators, it is recommended that fresh targets be set between
Freedom from Hunger and each partner in a collaborative process.

2. Theevduation team finds the RTSP modd a good approach and athough it cannot confirm
its success, encourages progress aong these lines. Thisincludes the following:

» Continuing anticipated strategic and technica support to CMDI.

» Re-evauating support planned for CIF to determineif it would benefit from assistance
gmilar to CMDI’s.

> Stepping up efforts to determine the gppropriate srategy for ensuring regiond technical
sarvicesin West Africa. Thismay be through identifying a new RTSP, spinning off the
West Africaoffice or identifying local consultants.

3. Strengthen partnerships by drawing on gpplicable lessons from the Philippines for the
goproach in Wegt Africa. Thisimpliesthe following:

» Mutud commitment to gods and Matching Grant program targets
» More on-gtetime with partners

» More globa understanding of inditutiona capecities

» Frank and open discussons

West Africa

Given the variety of organizations and contexts in West Africa, each partner needs to be assessed

individudly, but the recommendations presented here summarize proposed srategies for the

region overal.

4. Networksthat have not grown CwE tend to fal into two categories.

» Retrenched and poised for growth during the second half of the grant period

» Undear commitment to growing CwE
Certain networks have received numerous TA interventions during the firgt haf of the grant
period, yet have not instituted needed tools and systems and do not appear poised to grow
CwE. Freedom from Hunger, CIF and each partner should engage in afrank, open
discussion about the networks commitment to expanding CwE and capacity to take
advantage of related TA. Set firm milestones to demonstrate ongoing engagement and
ensure that TA isbeing properly dlocated.

5. For dl current partners, improving and expanding servicesin existing markets shoud take
priority over expanson to new areas. All vigited credit unions had experienced high leves of
drop-outs but these have gone largely unrecorded and unaddressed. Improve delinquency
management, client drop-out tracking and portfolio trend anaysisto asss credit unions and

33 Asevidenced in field agent documents and Credit Association registers.
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networks in identifying and addressing problems early. Assessments of client drop-out
should take into account product features, interna policies and competitors offerings.

6. Theincapacity to invest in new areas appearsto be ared condraint. Individua credit unions
are unable to invest funds required to launch CwE. As noted above, however, priority should
be given to current areas of activity. Continue efforts to establish a fund with the intention of
using it once indtitutions have sirengthened and ensured sufficient sysems for growth.

7. Fidd agents are not working as efficiently as possiblein al networks. Encourage network
leaders to set and communicate clear performance targets, identify and offer targeted training
for field agents and their supervisors to enhance their skillsto work more effectively and
efficdently, create incentives (financia or nont-financid) for field agents, indude field agents
in decison-making discussons around CwE, and encourage supervisorsin trend anadyss and
practical, hands-on resolution of difficultiesin the fidd.

8. Given palitica conflict in the region, continue to demongtrate caution in entering new arees
with civil unrest, but dso support current networks to strengthen their conflict mitigation
strategies. (See Section 4.3).

9. Re-assessredidtic targets and the TA package needed to meet these targets. Thiswould be
best accomplished through a joint on-site gppraisa with network partners. Strategies will
likdly indude the following:

» Moreon-dteTA for partners

» Stronger coordination with other TA providers

> Didribution of TA guidesto dl relevant operationd staff a trainings or workshops™
» Follow-up TA asimplementation progresses

10. Supervision gppears to be an important weskness in visited networks. Failure to strengthen
thiswill put current and future CwE services at risk. Focus on improving supervison
systemsin dl networks prior to expanding to new regions.

11. Laterd learning is astrong means of TA and should be encouraged. Networks would like to
see more operations staff included at annua conferences and more opportunity for informa
or s=f-guided exchange. Condder dedicating a portion of Matching Grant funds to exchange
vigtsfor those networks demongtrating true commitment to growing CwE.

12. To improve educetion, emphasize more efficient systemsto prepare field agents in education
modules (such asthe RCPB modd). Indtitute tools for tracking quantity and qudity of
education ddlivered, and reinforce the use of learning session checklists by supervisors.

The Philippines
CARD has been very successful at growing CwE and must now focus on ensuring the congstent

delivery and high qudity of learning sessonsin dl of its branches.

13. Given unanticipated growth, re-evaluate targets for the remainder of the Matching Grant
program and set new strategic CwE outreach goals.

14. Address ddaysin ddlivery of learning sessonsto Centers. They appear to be due to severa
factors, including: (a) a bottleneck at the CMDI in preparing technica officersto offer new
education modules, (b) alack of clarity about which education modules should be delivered

34 One observation made by the eval uation team was that very few operations staff possessed a copy of Freedom
from Hunger’ s technical guides (such as supervision, internal controls, etc.) and that these guides often remained in
the hands of senior management staff. Certain key operations staff at the networks visited were not even aware that
such guides existed, despite Freedom from Hunger sharing electronic and hard-copy versions of the guides with
each network at the annual WA C and as appropriate throughout the year.
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to clients, which technica officers have been trained and the importance of continuous

education delivery, and (c) unclear communication mechanisms between branches and

CMDI regarding CWE training needs and opportunities.

15. In order to improve the continuity and qudity of educetion, it is recommended that CARD:
> identify which indtitution or unit is respongble for setting learning sesson plans and

delivery targets for technical officers and branches;

> increase the efficiency, volume and frequency with which CwE training and new
modules are delivered to technical officers,

» establish stronger communication mechanisms between branches and the CMDI so that
trainings may be scheduled according to needs in the fiedd and so that maximum
participation is assured,

» create policies on acceptable reasons for not ddlivering learning sessons and st triggers
for re-garting learning sessons after dlowable ddays,

» deveop and communicate to branch management and technica officers clear goas for
the ddlivery of education, and ensure that incentives are aligned with these targets, and

» ensuretha the LSAR indicator isincluded in information submitted and tracked by
senior management, as per plan.

16. Qudlty of learning sessonsis not yet consstent throughout CARD. Anayze why new
technical officers are less confident in ddivering trainings, and tap “expert” CwE trainers
(many of whom are now branch managers or fellow technica officers) to help coach and
trandfer skillsto the newer technicd officers.

17. Strengthen product development by ensuring that the research department has the capacity to
design and roll out products in collaboration with key departments. One specific focus for
product refinement could consider how to make repayment frequency responsive to client
business cycles®

18. Focus on srengthening CMDI’ sindtitutional capacity to meet the increasing training needs
of the CARD MRI while dso extending its successful practices and expertise to regiond
organizations and Master’ s degree students.

(See dso Section 5.8 for program management recommendations.)
5.0 PROGRAM MANAGEMENT
5.1 Management Approach

5.1.1 Overview of Management Structure

The management approach for this Matching Grant program was designed to be flexible and
inclusve. Freedom from Hunger and its partners are represented in decision-making bodies, and
monitoring and planning is donejointly. The approach appears sufficient and appropriate for the
Philippinesmodd. In West Africa, however, Freedom from Hunger's TA ddivery structure has
made it difficult to spend sufficient time with network partners to build strong relationships and
identify key issues asthey arise. In order to convert TA into desired outcomes more effectively,

35 The eval uation team noted that a significant proportion of CARD’ s weekly repayment of CWE loans are used by
clientsfor activities such as hog-raising, which demand several months of investment before creating revenues.
While the fungibility of family assets, in combination with the new family guarantee, has so far assured on-time
repayment, amore adapted product might be considered for such purposes.
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the organization of the West Africateam and its use of time should be revidted such that team
members can spend more time with CIF and networks.

The management structures appropriately reflect Matching Grant program design. The steering
committee, composed of representatives from CARD, CIF and Freedom from Hunger, serves as
the main coordinating body. The steering committee communicates regularly and mests annudly
to review progress over the previous year and plan for the following year. It gppears to function
well and encourages some cross-learning between regions. Figure 2 maps the (origind)
coordination structure.

FIGURE 2: MATCHING GRANT COORDINATION STRUCTURE

Matching Grant Steering Committee

CARD
| MRI Freedom from Hunger CIF
CMDI [PAMECAS || FCPB [ FUCEC |[FECECAM||Kondo Jigima][ Nyesigiso
Regional Technical
[CARD NGO [GBR.| | GBR: | Services Provider

GBR = Grameen Bank Replicator
CU = Credit Union

[New MFI; | [New MFI,| | New MFIs

As can be seen from the diagram, the regions have very digtinct management approaches,
necessitated by different program designs.

The Philippines

In the Philippines, the gpproach is smple and clear. Freedom from Hunger provides TA to
CARD MRI. CARD MRI is asingle management body overseeing four ingditutions (NGO,
Bank, MBA, CMDI), dl of which play arole in implementing the Matching Grant. CARD MRI
isresponsible for coordinating and monitoring their activities. Snce CARD MRI respondsto a
sngle management gructure, it ably coordinatesits various TA partners (including Freedom

from Hunger) to avoid overlgp. Coordination takes place a regular meetings of the MRI
Executive and Management Committees. This MRI coordination appears srong. Improvements
are needed, however, in the implementation of education services * in order to ensure regular
quaity learning sessonsto CwE clients.

In addition to TA provided to the MRI, Freedom from Hunger aso works directly with CMDI to
assig inits development and build its capacity to offer various services, including offering
training in integrated financia and non-financid services beyond CARD. At thetime of this

36 Discussed above in program section.
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evaduaion, CMDI had just completed regigtration, hiring adirector and Strategic planning.
Freedom from Hunger’ sintense TA to CMDI began immediately after the Matching Grant
evauation.®” The scope of work for this assistance appeared appropriate, and was devel oped
collaboratively by Freedom from Hunger, CMDI and CARD MRI.

West Africa

In West Africa, the gpproach is necessarily more complex. The Matching Grant program works
in five countries with sx networks.  The West Africateam (two head-office s&ff plusthe
addition of the WAOQ) provides technical support to CIF in product development. CIF then offers
this service to the West African networks participating in the Matching Grant. The West Africa
team works directly with networks for dl other TA services.

Aninitid plan to engage a second RTSP that would offer basic training and technical assstance
to credit union networks wishing to introduce CWE (as seen in Figure 2) has not yet been
redlized, athough the WA O has been considered as essentidly playing thisrole. Networks that
have recently started participating in the Matching Grant program (PAMECAS and Kondo
Jgima) have been served through the origina team of CIF and the West Africa Team.

The gpproach in West Africa requires significant coordination between CIF and the West Africa
Team to ensure that technical support is combined as needed. Freedom from Hunger would like
to extend the coordination to other TA providers (such as DID) which offer complementary
technical support to networks. In order to enhance communication among the various partners, a
West Africa conferenceis held annudly. This event provides a second management layer in

West Africain which dl partners come together to report on progress, exchange experiences and
plan for the following year. Other key TA providers are dso invited, including Dévél oppement
international Degardins (DID), Plan Internationa and Institut de Recherches et d'Applications
des Méthodes de Dével oppement (IRAM) to ensure coordination of support to the networks.

It should be noted that the Matching Grant program in West Africa—likeits Philippines
counterpart—was designed with the intention of developing strong RTSPs. Despite this, CIF
was not intended to receive the same leved of strategic support as CMDI under the Matching
Grant. This difference can be explained by the inditutiona distinctions of the RTSPs & the
outset. CIF was an exigting (if very young) indtitution, with a completed business plan, founded
with the intention of providing technica servicesregionadly. CMDI was, however, a service unit
within CARD NGO, expected to become a new, free-standing ingtitution and gradudly take on a
new mandate as an RTSP. For thisreason, TA for CIF was conceived to be limited to market
research and product development, not organizationd development, while planned TA for CMDI
was much moreintensve.

5.1.2 Relationship with Partners

The different program structures impact the way in which Freedom from Hunger relates to the
partnersin the two regions.

37 A Freedom from Hunger technical expert was seconded to CMDI for four months starting in July 2005.
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The Philippines

Freedom from Hunger offers demand-driven servicesto CARD, responding to requests for
traning or TA. As CARD isthe only partner in the Philippines under this Matching Grant
program, visits are often long, lasting for two to four weeks. Thistime gppearsto be an
important ingredient in relationship- building and CARD’ s willingness to engage Freedom from
Hunger on variousissues. As aresult, Freedom from Hunger has agloba understanding of the
inditution, affording it greeter ingght into how to asss CARD in growing high-qudity CwE
services and in establishing CMDI.

West Africa

In West Africa, both CIF and the West Africa Team offer their services in response to demand.
Missions are typically short (about one to two weeks) and focused on planned TA and training
activities. Activities do not appear sufficiently coordinated between the two technica service
providers, which has led in some cases to less than optimal TA.*® Networks and service
providers dike fed that trips are too short and broader issues sometimes get missed.

CIF has aglobd knowledge of its network members, thanks to its close, longstanding
relationship with the networks.* CIF dedicates two people (one full-time and the other part-
time) to CwE and related products. 1t seeks to harness capacities existing within the networks by
engaging skilled network staff to support market research and product devel opment activities
regiondly. These“resource people,” however, have responghbilities within their own networks
and, thus, CIF s TA is sometimes limited by their availability.*

Freedom from Hunger's West Africateam, on the other hand, has a more limited mandate, and
does not systematically monitor networks overdl activities and performance outside of CwE,
making it difficult to assessin atimely manner how other issues may affect CwE.** It has afour-
person team (soon to be five), two of whom (WAO) are based in Mali. According to the plan for
2005, of thisteam's combined time: 32% is spent in the fidld, 54% & the home office (preparing
tools and trainings and conducting follow-up and relationship management) and 14% in trangt.*
Figure 3 shows a breakdown of how that team'stime is used.

In response to the unanticipated level of TA needed by network partnersto apply tools and
guides, Freedom from Hunger has dready adjusted its strategy to spend much more training and
TA time with each network (for example, conducting training on supervision with each network,
rather than working with each network on a different technica areaand having the others
independently apply the resulting TA guides). This has, to some degree, Stretched its capacity to
meet such objectives as establishing internd network training systems and developing new
education modules. Nonethdless, recognizing the need to strengthen partnerships further and

38 At RCPB, it was noted that new products were being introduced in the absence of sufficient supervisory systems.
At FECECAM, a second-generation product was being studied in the absence of sufficient data analysisto
understand trends and issues with the current CwE product.

39 The director of CIF was aformer network executive director and thus is atrusted peer anong the other network
directors.

%0 The eval uation mission learned that FECECAM had waited for along time to hear aresponse from CIF.

1 See Section 4.3.

2 Thisis based on the West Africa Team’s schedule of planned activities, July 2005-June 2006.
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more intensvely support the networks' efforts to expand CwE effectively, Freedom from Hunger
could consder spending an even greater amount of time with individua network partners.

Asdiscussed in Section Figure 3: West Africa Team's Planned Time 2005
et e  “Onsie Offsite_Toul |
e -si ff-si Total
with etworks, _ _ On-site Off-site ota
Relationship Management 8% 8%
Freedom from Hunger TA and Training 8% | 1% | 3%
could improve its CwE- Tool / Guide / Module
focused TA, perhaps gain Development 8% 8%
amore globa Assessment 1% 1% 2%
understandi ng of the Other Technical work 4% 4%
. New Partners 4% 3% %
partnqs and their broader Program Management 9% 13% 22%
operational challenges, Transit 14% 14%
and work more closely Total 32% 68% | 100%
with partnersto design
technica support

packages that effectively grow high-quaity CwE services.

Certain adjustments would likely enable the same team, with the same capacity, to achieve even
more. Fewer but longer trips, for example, could reduce the 14% trave time, whileincreasing
potentid time spent with partners. Although the West Africateam does a sound job of
coordingting its members efforts, a different divison of relationship management—so that each
West Africa Team member spent the bulk of its field time with only one or two networks, rather
than spreading his or her effortsto al networks—might contribute to deeper partnerships.
Findly, 25% of time is spent off-gte for reationship management and training and TA
preparation. Freedom from Hunger could review whether any of thistime could be spent on-site.

5.1.3 Assessment of Management Structure

While the management gpproach is not the main reason for differing results, it does play an
important role. The Philippines smpler structure has made coordination and relationships
easer to manage.

The Philippines

Generdly spesking, the management gpproach appears to work well in the Philippines. CARD
could congder improving on its current structure by developing and regularly convening
taskforces of gaff from different CARD units and ingtitutions to address specific issues.
Recommended areas for such work are asfollows:

= Panning for education module ddivery. Thiswould include determining which education
modules to provide over the course of the year and identifying new education modules for
development. Such actions cdl for close coordination in assessing the demand of dlientsin
the fied (operations staff and research unit); developing new modules (training staff);
extending training on new and existing modules (training staff and area managers); and
ensuring that technical officers attend relevant training on modules they have not yet learned
(branch managers).
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= Ensuring that members receive education on aregular and continuous basis. This coversthe
quantity of education delivered and would include setting a schedule for organization-wide
module delivery, developing policies on such issues as when to put education on hold and
when it must be restarted, monitoring the quantity of education provided through
consolidated L SAR reports, and responding to challenges and bottlenecks. Such actions
amilarly cal for collaboration of operations and training saff.

= Assuring the continued quality and excellence of education ddivery. This taskforce might
include representatives of CMDI, area and branch management and technicd officers. The
group would be charged with consdering the quality of learning sessons over time
according to consolidated learning session checkligts; identifying specific, common
deficiencies; and developing solutions for dissemination throughout the organization (e.g.,
adding a new component to CwE training, changing how a specific moduleis taught to field
gaff, derting branch managers to the need for coaching in a specific area, etc.).

West Africa

= The complex gpproach in West Africa gppears to have been well thought out. The TA
package covers acomplete array of tools. systems, product development, latera learning and
education modules. In addition, the West African Annua Conference serves to coordinate
the multiple partners and enhance inter-indtitutional exchange. Nevertheless, dtering the
management gpproach in West Africa could profoundly impact the results during the second
haf of this Matching Grant program. Freedom from Hunger and partners could collaboratein
looking & the context of CwE in the indtitution as awhole, which would likely lead to better
TA that is more customized to individua networks strengths and chalenges.

»  Seesections4.3.1 and 5.8 for additional, related recommendations.

5.2 Quality and Status of Detailed Implementation Plan (DIP)

The DIP iswell monitored. Spot checks on the reported accomplished activities in the second
annua report show high levels of accuracy.** The DIPis used as the basis for annud plansin the
Philippines. In West Africa, however, annud plans are developed at the West African
conference, with reference to, but independent of, the DIP. Freedom from Hunger and CIF use
the DIP for project management, whereas partnersin the field more closdy monitor their annua
plans.

In the Philippines, CARD and Freedom from Hunger developed the DIP jointly. CARD clearly
ownsthe DIP objectives and targets. The ingtitution monitors the progress of activities and was
able to present clearly to the evaluation team its progress vis-a-vis eech indicator.

In West Africa, dl partners were involved in defining the type of activities and technica support
inthe DIP. Specific targets, however, reflect an estimate of potentiad demand by the networks
for TA, rather than the sum of detailed plans from each network. The requested support has not
aways coincided with the DIP, and thus progress with regard to the DIP does not accurately
reflect whether the networks' needs are being addressed.

43 See Annex B.
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The indicators in the DIP for both regions measure activities more than impact. Itispossbleto
accomplish dl of the activities without achieving the desired impact. Therefore, it is
recommended that partners review the indicators and adopt fewer, more impact- oriented
indicators. Table 3 presents some examples.

A revison of the DIP is recommended to make it more useful. Such an exercise would entall a
planning process for each network and an appropriate monitoring system to collect and confirm
the indicators. Monitoring impact-oriented indicators would require much closer
accompaniment by Freedom from Hunger and CIF, and a commitment by the networks to
implement systems needed to monitor the indicators.

Table 3: Sample DIP Indicators

Targets
(baseline—mid-
Indicator term—EOP) Question measured | Possible Alternative Indicator
West Africa Objective 1: Increase the capacity of credit union (CU) networks and technical support institutions to enhance
the CwE product and develop new credit and savings products
# of improved or new credit and/or savings

YRR .
Are networks responding Yo clientretention

products offered by West African credit union 0-3-6 0 client demand?
networks
Are networks able to # of networks pricing their
# of networks using guidelines to carry out product analyze the cost of each  [products for cost recovery
. . 0-1-3 product and use this for
costing exercise o . )
pricing and improving
efficiency?

% of satisfied clients through client
satisfaction survey

# of field agents trained by partner
institution trainers

Are networks able to
customize education

# of dissemination workshops for customized modules effectively and

health and business education modules attended 3-5-8

by at least one trainer of each participating partner gggetg?r'];éa{{]gn ina Are internally trained field agents
fimely manner? providing high-quality learning

sessions (via LQAS monitoring)?

5.3 Financial Management

Adequate financial controls appear to be in place. CIF and CARD track their own expenses for
the Matching Grant, and submit reports to Freedom from Hunger for review and consolidation.
Both partners compare budgeted to actua expenses for both the USAID funds and the partner
match by lineitem. Freedom from Hunger undergoes an externa audit annudly. There have
been no unusud findings on any aspect of itsfinancid control systems.

The Matching Grant program has been able to leverage additiona resources beyond the match
requirement of $500,000 per year (as per origina proposa). The Freedom from Hunger match
condgs of thefollowing:
Unredtricted Funds.  $827,490
GlaxoSmithKline Grant:  $338,823
CARD match:  $320,346
CIF match:  $202,527
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In addition, Plan Benin granted $40,000 to FECECAM and a grant of $400,000 was aso
received by Freedom from Hunger to support work in sub-Saharan Africa; part of thiswill be
dlocated to Matching Grant-related activitiesin West Africa.

5.4 Monitoring and Evaluation (M&E) System

Progress is monitored using three methods:
1. Progress Tracking
2. CwE Status Report
3. Matching Grant Planning Matrix

5.4.1 Progress Tracking

Progress tracking is undertaken by the partners and networksin the following ways:
Management information system (MIS)

Standard record-keeping for group-based lending and savings services
Observationd checklists for assessing staff and Credit Association performance
Focus-group interviews with CwE clients and prospective clients

Standardized questionnaires for “mini-surveys’

NN ) ) )

Collected data includes client/household status, borrowing and saving opportunities, meeting
attendance, client satisfaction, client retention, loan portfolio quality, staff performance, cost
efficiencies and cost recovery.

Not al partners are at the same leve of progress tracking. CARD monitors portfolio, outreach,
profitability and client drop-out related to CwE clients. It is aso working on developing a
poverty score, to be incorporated into its MIS to track changesin clients' economic Situation.
CARD'’sresearch team is dso cdled on frequently to perform client satisfaction assessments.
Spot checks of visited branches confirmed data accuracy and timeliness of reporting (accounts
are reconciled daily and reports submitted monthly).

The networks visited in West Africatrack and consolidate outreach and portfolio data. In some
networks, field agents submit reports on learning sessions, but datais not consolidated.  Spot
checks of visited credit unions were not able to confirm data accuracy. It was not possible to
verify dataa RCPB, as no centralized paper trail was available** and at FECECAM, one credit
union’s data was inconsistent with the regiond-level reports for February and March 2005.4

The current MIS used in the networks does not accommodate the level of detail needed to track a
decentralized, group-based product. Following unsuccessful efforts to coordinate with DID Staff
working on the MIS both in the field and at headquarters, Freedom from Hunger collaborated
with partners to devel op the user-friendly Management Chart (Tableau de Bord). It isunclear

44 RCPB field agents send data to the regional coordinator, who consolidates the regional (union)-level data.
Regional dataisthen sent to the federal level and consolidated. The breakdown of the regional data was only
available at the union offices, and the person responsible was unavailable. Thus the mission was ableto receive
network- aswell as credit union-level data, but was unable to check for consistency. At the federation level, the
March 2005 report was consolidated with the other unions, but had not yet been verified (as of May 2005).

45 A spot check of datafrom field agents’ reports from the Boussé credit union did not correspond with the Tableau
de Bord for March and April 2005, though the difference was small and trends were similar.
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whether the Tableau de Bord has served to improve CwE portfolio management in the West
African networks better than could have been achieved by incorporating smilar reporting into
the networks MIS. But the Tableau de Bord appearsto be agood “Plan B” solution.

Vigted networks were using the Tableau de Bord, though data was not up to date. RCPB was
four months behind due to a system problem, about which Freedom from Hunger had not been
informed, and data was consolidated in asmpler spreadsheet. FECECAM had not yet produced
March or April reports as of thevist in late May. Nevertheless, networks appear to appreciate it
and use it, despite the delays.

5.4.2 Status Report

The CwE Status Report is a quarterly report on scale of outreach, volume and qudity of portfolio
and savings sarvices, cost efficiency and profitability of the product. There were some
recommendations put forth in the DIP to include additiona indicators such as the following:

Averagerate of client retention

Percentage of Credit Associations receiving education

Percentage of clientswho are very poor

Thefirgt two of these recommended indicators are extremely important to monitor Cwk
performance. CARD has made important improvements through monitoring client drop-outs.
Asnoted in Section 4.2.1.2, undetected client drop-out is akey impediment to growth in West
Africa Though thisisan indicator in the status report, it has not yet been defined and many
partners do not track or report it.

In addition, CARD has developed an indicator to measure quaity and is currently testing an
indicator to measure the quantity of and consistency with which learning sessions are offered.
Neither of the two West African networks vidited is effectively monitoring the ddivery of
education sessons.

The third indicator would be of interest generdly to Freedom from Hunger, and may assist the
partners in reporting impacts and achievements to their boards, but isless urgent in terms of
progress monitoring.

Additiondly, Section 4.0 presented some areas of data collection in West Africawhich need
improvement, including portfolio at risk (4.2.1.2—West Africa Objective 2) and trend analysis
(4.3.4).

Fndly, partners will only be able to determine the profitability of CwE (and other products) by
tracking product line expense data. Ability to make informed decisonsin terms of growth and
investment of CwE requires informeation on profitability and operational efficiency.

CwE Status Reports are received by Freedom from Hunger headquarters and consolidated with
worldwide CwE data. This combined data provides a good picture of the current status of CwE
around the globe.
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5.4.3 Matching Grant Planning Matrix

The Matching Grant Planning Matrix isthe matrix included in the DIP. Asdiscussed in Section
5.2, whileit ismonitored carefully, more impact-oriented indicators would enhance its
usefulness, dthough it would require a commitment from each partner to monitor defined
indicators.

5.4.4 Summary

In summary, overd| the syssemis complete. CwE progress tracking has been well managed in
the Philippines, while West African networks need to further improve their progress tracking and
keep data current to dlow timely andlysis. The quarterly reports would be considerably more
robust if additiona indicators proposed in the DIP wereincluded. The planning matrix could
aso be improved by measuring outcomes rather than outputs.

5.5 Information Systems

Networksin West Africa use the Tableau de Bord, an MS Excd-based portfolio management
tool designed for and distributed by Freedom from Hunger. Visited networks used and
gppreciated thetool. No other examples of improved access to information technology were
identified by the evauation team.

5.6 Staffing and Supervision

Freedom from Hunger’ stechnica staff isvery strong, and qudity of training and TA has been
highlighted by al interviewed partners. Management is actively involved in the Steering
committee and aware of successes and challengesin the Matching Grant program.

The West Africa Team is comprised of four Technical Advisors—two based in Davis, CA and
two in Bamako, Mdi. All are directly involved in implementing the Matching Grant program,
and thereis frequent communication within the team. Asdiscussed in Section 5.1, sufficient
capacity exists to meet the needs of the partner network, but restructuring the team and its use of
time, aswell asrecruiting an additiona team member based in the WAO, could make a
ggnificant differencein relationship-building and the success of the Matching Grant program.

In terms of RTSPs, the CMDI has recently hired a new director and isworking to build needed
capacity to implement its plan. CIF continues to have limited staff and capacity. Given CIF' s
increasing mandate, its staff and technica capacity should be reviewed and enhanced.

5.7 PVC Program Management

In generd, oversight of PV C appears to have been appropriate. It has responded positively to
needed adaptations in the plan, such as the agreement not to continue with the Impact Venture
Fund and the departure of Kafo Jiginew from the Matching Grant program. PV C has been
actively engaged in the program, for example vigting a network partner in West Africain 2004
and providing ingghtful feedback and suggestions.
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5.8 Program Management Lessons Learned and
Recommendations

5.8.1 Lessons Learned

Management Approach

1. Implementing a product such as CwE requires coordination of various departments (or in the
case of CARD, multiple ingtitutions).  Clarifying the responsible entity for planning and
monitoring activitiesis necessary, asis defining the mechanism through which various
departments can work together.

DIP

2. Project indicators that are developed and owned by the partners are more likely to be
monitored by them and to reflect the redlity of their progress toward achieving goas.

3. Output-oriented indicators are sufficient when programs are running smoothly, but make it
difficult to pinpoint the source of the problem when overarching targets are not met. More
impact-oriented indicators in the planning matrix could have helped to identify some of the
weeknesses in West Africaearlier on.

Monitoring and Evaluation

4. Monitoring client drop-out and satisfaction on aregular basis would dert service providersto
potentiad TA needs.

5. Thefailure to monitor product- specific costs makes it very difficult to assess profitability and
operationd efficiency. Product costing needs to be atop priority.

5.8.2 Recommendations

The Philippines

1. Continue to work to advance progress tracking systems. Specificaly, develop a poverty
monitoring tool and fully implement and monitor indicators such asthe LSAR.

2. Giventhat CARD uses checkligts to track quality of learning sessions, work with CARD to
develop a system to track trends or changesin quaity over time.

3. Disseminate indicators developed under the Matching Grant program at CARD (client drop-
out, LSAR, poverty index) to other Freedom from Hunger partners.

West Africa

4. Asdiscussed in Section 4.3, focus TA on those partners who have demondtrated the
commitment and vison to grow CwE throughout the firg haf of the Matching Grant, ether
through expanding outreach or restructuring and poising themsdlves for growth. Work more
intensively with partners, and assure amore globd, regularly updated view of their other
product offerings, performance, indtitutional chalenges and capacities. Freedom from
Hunger, CIF and the networks could assess TA needs for CwE over the next 2.5 yearsjointly
on-gte and develop a strategy which ensures that gppropriate TA isavailable. This should
not remove the demand-drive aspect of services which partners appreciate, but rather
guarantee that requests for assstance are carefully consdered. Note, thisis not a
recommendation to work more globally with institutions, but rather under stand them better
and encourage themto plan for appropriate support from other partners—like DID —in key
areas of weakness.
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5. Recognizing that West Africaiis necessarily more complex in terms of structure, improve
coordination between Freedom from Hunger and CIF. TA packages offered to partners need
to be complete. For example, if CIF is developing a new product, it must ensure that al
systems are adequate to manageit. If it identifies weaknesses, it needs to coordinate with
Freedom from Hunger to support the development of necessary systems and procedures.

6. Freedom from Hunger could congider restructuring its four-person West Africateam so that
oneindividud isresponsible for one or two networks. If possble, it could go further, and
place its team members, or RTSP-like TA providers, in the country where the networks they
support are located.*® Thiswould alow much more regular contact with the networks, and
enable closer relaionshipsto develop.*” Problems could be identified and dedlt with long
before they become serious growth impediments. This would not require a Freedom from
Hunger team member to devote 100% of his’her time to a single network partner, but rather
focus the mgority of hisher TA time on that Sngle partner.

7. Condder whether CIF would benefit from ingtitutional development support, smilar to the
assistance provided to CMDI. Thiswould need to be done taking into consderation CIF s
current capacities, its repongbilities under the Matching Grant, as well as the changing role
of CIF asit looksto develop a confederation of networks. Also, ensure that any such
ingtitutiona support is coordinated with CIF s other technical service providers, such as DID.

8. If Freedom from Hunger decides to increase its time spent with partners, the need to address
operationd issues at annua conferences diminishes. Freedom from Hunger and CIF should
use the conferences—especidly the upcoming 2005 Annua Conference—to address
drategic issues such as networks commitment to growing CwE. Sessionswith individua
networks could go further dong this line to discuss what level and type of support is
appropriate.

9. Step up effortsto develop a Strategy to ensure sustainable CWE TA capacity in West
Africa—through spinning off WAO or by identifying and training anew RTSP or loca
consultants.

10. Improve coordination among various TA providers to the credit union networks. Freedom
from Hunger has made repeated efforts through the years to coordinate its activities in West
Africawith DID, but has not received significant interest. Through the efforts of CIF,
however, DID appears increasingly interested in CwE and recognizes the need to coordinate
better with Freedom from Hunger.  Individua networks could consder inviting dl of their
TA providers (including Freedom from Hunger, CIF and DID) to plan together, to ensure the
optimal coordination and most complete TA for the networks. Experience to date has shown,
however, that networks—not TA providers—must take the lead in this coordination. In order
to minimize potential expenses involved in coordination, networks could take advantage of
individua planning sessons at annua conferences or coordinate the timing of TA viststo
organize mesetings between various TA providers.

11. Identify severd additiona impact-oriented indicators that focus more on what the activities
are trying to achieve in each network as opposed to the number of TA interventions

“% This recommendation is not directly in line with Freedom from Hunger' s strategy of providing only necessary
TA, and ensuring that partners implement their own activities. Nonetheless, it isworth seriously considering in the
case of West Africa, where on-site assistance is very important. Freedom from Hunger, if it takes this approach,
should be careful to ensure that its staff members continue to play the role of facilitators—not implementers—within
the networks.

4" FUCEC reports that more than the tools, it benefited from working intensely with Freedom from Hunger to test
and develop them. Other networks wish for similar assistance.
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accomplished.
12. Progress tracking is good, but could be improved. Include indicators such as cost recovery,
efficiency, dlient retention and education servicesin progress tracking and status reports.

See ds0 Section 4.4 for program effectiveness recommendations.

6.0 EVALUATION METHODOLOGY

6.1 Evaluation Team

A two- person team undertook the mid-term evauation from May 9 through July 22, 2005. The
team was composed of the following members:

Eileen Miamidian, Externd Evauator, worked with the Freedom from Hunger
Evauator to assess Matching Grant program implementation and outcomes to date and to
make recommendations for changes during the remaining two and a hdf years of the
Matching Grant program. The Externd Evauator held primary responsibility for
preparing the evauation report.

Myka Reinsch, Freedom from Hunger Evauator, collaborated with the Externa
Evauator to carry out the assessment, anayze the key questions and develop
recommendations. The Freedom from Hunger Evauator supplied background
information and context for the evaluation and contributed to the preparation of the finad

report.

The team members were jointly responsible for presenting the findings to the Matching Grant
Searing committee in July in the Philippines, and will both participate in adebriefing cal with
USAID in September.

In addition, two CARD gtaff members accompanied the evaluation team in the Philippines,
providing important ingght into findings and recommendations:

= Ludy Medina, Research Officer, CARD MRI
= Ledlie Ramirez Traning Officer, CMDI

6.2 Data Collection and Analysis

The evduation team Sarted with areview of Matching Grant program documentation, including
the Matching Grant proposal, annud reports, detailed implementation plan, conference reports
and trend reports. The team visited Burkina Faso and Benin in May, and the Philippinesin July.
It conducted interviews with staff of Freedom from Hunger, CIF, RCPB, FECECAM, FUCEC,
Nyesigiso and CARD. Focus group discussions were held with clients of RCPB, FECECAM
and CARD. During the vidits, the evaluation team a so gathered and reviewed reports, tools and
communications relevant to Matching Grant objectives. Before leaving each network and
principa partner, the evauation team provided feedback on initid findings and took into account
additiona information provided based on the findings of the evaluation team.
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Findings were anayzed in comparison to reported information and to mid-term objectives.
Through spot checks, datawas verified for accuracy, rdiability, timeliness of reporting,
adequacy for ng performance progress and practicality of data collection. Some
limitations in verifying data accuracy are highlighted in Section 5.4.1, but data collection in
genera posed few problems. The one exception was that at RCPB, it was not possible for the
evauation team to follow the datatrail from credit union to head office because of Saff
availability and report filing. (Credit union datais consolidated first a the union level and then
unions are consolidated at the federation level. The staff person responsible for consolidating the
union level was unavailable, due to a recent promotion, and the federation was unable to locate
the credit union-leve reports. Asaresult, it was not possible to confirm the data from the spot
check conducted during the credit union visit.)

Findly, debriefings were held with Freedom from Hunger, CIF and CARD to discuss findings,
confirm information and clarify specific questions. Aninitid draft of this evauation report was
shared with Freedom from Hunger, CIF and CARD, and certain factua corrections and
conceptua clarifications were made in response to feedback received.

6.3 Constraints in Methodology

Dueto time limitations, it was not possible to vist dl partner networks in West Africa, thus
conclusons mugt be drawn from site vistsin two networks, as well asinterviews and reports for
other networks. Lessons drawn were vetted through a presentation and subsequent debriefing
with the regiona partner to ensure gpplicability to al networks.

In both regions, partner ingtitutions selected the credit unions or branches and groups to be
interviewed. Sdlection of Siteswas based on distance from the head office and availability of
daff and clients. Thus the sdlected sample was not random, but to the extent possble, findings
were discussed in debriefings with heed office staff prior to departure.

Findly, the misson was only able to speak with current clients, and therefore vauable
information which could have been gained from ex-clients regarding reasons for drop-outsis not
avalable firgd-hand. In the Philippines, the mission was able to review reports on client
satisfaction and dient exit interviews, providing some useful ingghts.

(See Annexes D through F for schedule, interviews and documents reviewed.)

7.0 CONCLUSIONS

Breaking Through Barriers to Growth is an innovative program exploring how to reach the
greatest number of poor women with sustainable, high-quality CwE services. Experience to date
with the two regionad models has demondtrated that it is possible to reach large numbers of
women with the right combination of commitment and capacity. Where partnerships are
particularly strong, growth was facilitated by Freedom from Hunger’ s ability to identify crucid
needs and address unanticipated challenges as they arose.

Many of the partners have experienced a decline in CwE dlient numbers for diverse reasons.
While some have been strengthening systems and building a foundation on which to grow, others
have demongtrated less commitment to CwE, and have not taken sufficient steps to prepare
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themsalves for growth. TA provided through this Matching Grant program can help address the
capacity issues, which were well identified as systems and products, but it cannot ensure
partners commitment. While this eval uation has been able to offer recommendations as to how
TA can be improved, it aso has highlighted the fundamenta need for each partner to re-assess
its commitment to expanding CwE sgnificantly, and review with TA providers the best way to
achieve that growth.

The status of the education component of CwE was another important area explored.
Discussions with clients reveded that both health and business modules have affected behavior
and resulted in pogtive impact. For this reason, the eval uation team recommends strongly that
empheasis be placed on offering continud, high-qudity learning sessons. This requires planning,
Setting delivery targets and monitoring education and—to the extent possible—embedding the
quantity and qudity of education ddivery in overd|l systems such as MIS and staff incentives.
The ongoing sugtainability of high-quality education sessions aso requires a streamlined,
internal mechanism for training field agents/technicd officersin CwE and new education
modules.

Ovedl, the evaluators are optimigtic about the Matching Grant program. In the Philippines,
CARD has surpassed expectations. In West Africa, RCPB is on track with outreach targets.
Although initidly set targets are unlikely to be met by other networksin West Africa, severd
committed networks could benefit from more intense and coordinated TA to enable them to grow
now and beyond the grant period. With aclear plan, redistic growth targets and good indicators
to monitor progress, Freedom from Hunger and its partners will likdly find the right formulain
both regions to break through CwE growth barriers.



ANNEX A: STRENGTHS AND WEAKNESSES BY OBJECTIVE

Program Objective
Headquarters Objective 1:
Freedom from Hunger assists
organizations to expand range and
improve quality of financial and
educational products and services to
poor women.

Strengths
FFH has surpassed targets for number of new
products, number of organizations trained in
market research, number of organizations
trained to customize education modules.
CIF has developed a systematic format for
developing new products which it uses.
High-quality market research at CARD.
CARD has developed its own business
education modules.

Weaknesses
Trainings alone in West Africa are not sufficient to meet the objective of
"expanding range and improving quality.” Federations appear to depend
on CIF to assist in implementing.
In West Africa, technical assistance for management systems is not well
coordinated with development of new products, and questions such as
supervision and controls are not fully developed.
In West Africa, the two visited federations, new products were being
developed before serious risks in the current product were addressed.
In West Africa, new products are not always clearly rolled out; for
example, voluntary savings in RCPB was not fully developed, and clients
voluntary savings are used to collateralize group loans. Mixed messages
about this serious issue could result in client dissatisfaction.

]

Headquarters Objective 2:
Freedom from Hunger assists
organizations to design and use
tools and systems to manage growth
of integrated services to 30,000-plus
clients per organization.

FFH has met its anticipated target as of the mid-
term of one federation surpassing 30,000 clients.
FFH has surpassed its projected development of
systems guides.

The guides are complete and sufficiently user-
friendly.

With the single exception of RCPB, all other federations have fewer CwE
clients than in Sept 2002, thus showing negative growth.

Guides are appreciated by federations, but not typically used unless
accompanied by technical assistance. (RCPB not using supervision or
controls guide, FECECAM using controls well, but not supervision,
FUCEC was used as a test case, and guides were developed with them.
FUCEC credits this experience as being as important as the guide.)

Headquarters Objective 3:
Freedom from Hunger creates and
works through innovative
collaborative networks of public and
private institutions that leverage its
technical capacity to provide
integrated services to the poor.

Operations staff of partners speak well of
partnership with FFH. They appreciate network
exchange, and FFH has made efforts to ensure
that conferences meet expectations.

FFH has assisted CARD to provide high-quality
technical assistance to other MFIs in the
Philippines. This meets the anticipated mid-term
target of one TSP.

FFH has made efforts to adapt its approach to
the reality in West Africa, by providing direct
services in areas such as systems, which CIF
did not undertake.

Surveys not completed as per plan to get more formal feedback.

In West Africa, the TSP has been difficult to locate. CIF to date has only
worked on the product development side, and requires further assistance
to ensure that product development includes a full internal assessment.
The goal may have been too ambitious for West Africa given the
weaknesses of the federations. FFH has had to work at multiple levels,
looking for an appropriate TSP, while trying to ensure that federations
receive sufficient assistance. This balance has been difficult to manage.
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_ Program Objective |

Headquarters Objective 4:
Freedom from Hunger
creates an innovative
mechanism for attracting
private institutional
investor/donors to support
Credit with Education.

Strengths
This idea was innovative and seemed
appropriate at the time. Considerable research
and development went into it.
FFH responded wisely to changes in market
realities, which made the fund less attractive. It
has since started to develop an alternative, the
MicroCredit Enterprises lending facility. This
new facility has provided loans in Latin
America.

Weaknesses
None of the Matching Grant partners use the current facility.
Neither the originally conceived philanthropy fund nor the MicroCredit Enterprises
facility was targeted at West African credit union networks, while these networks
do require funding to grow CwE, especially when opening services in a new credit
union.
CARD has not found the new facility attractive due to foreign exchange risk.

West Africa Objective 1:
Increase the capacity of
credit union (CU) networks
and technical support
institutions to enhance the
Credit with Education
product and develop new
credit and savings products.

Visited networks have an apparently new
attitude toward product development, with a
growing recognition that adapted products are
important to serving clients. Both had engaged
the services of CIF to help them develop new
products to meet current or new market needs.
The target of three new financial products being
offered was reached by all second-generation
products. Additionally, both visited networks
were in the research or pilot stages of
additional products.

Interviews and visits demonstrate that there are some serious weaknesses in
product development. These include continued dependence on CIF in the
research and design phases, as well as insufficient assessment of network
capacity to roll out the products.

Before launching new products, there is insufficient assessment done as to
needed adaptations in the current product (examples include RCPB's supervisory
system and FECECAM's delinquency and drop-out concerns).

Most of the targets under this objective were not met, including use of product
development guidelines, product costing exercise, dissemination workshops for
education modules, advanced modules for second-generation groups and client
impact tracking. Some of this may be reflective of relatively low priority of CWE
within networks.

West Africa Objective 2:
Enhance the service delivery
operations and

organizational capacity of

five existing credit union
collaborators to manage
growth to reach 180,000
clients.

FFH has met or surpassed its activity targets of
number of networks using new or adapted
systems and number of networks which has
sought to integrate CwE into the existing
structure.

Impacts of these trainings were available in that
visited networks were able to use the
monitoring tool (Tableau de Bord) and one—
FECECAM— was using the internal controls
guidelines.

The biggest weakness has been that projections have fallen far short of mid-term
targets of reaching 130,000 clients. In fact, the total clients served has decreased.
Guides alone appear to be insufficient in assisting networks to adapt their

systems. The most successful in adapting new systems, FUCEC, received
considerable hands-on TA from FFH as it was used as the test case. Networks do
not disseminate guides to all appropriate staff (e.g. in FECECAM the unions had
not seen the updated supervision manual and in RCPB it had not yet been read as
of the time of the mission). Interviews highlight the need for more technical
assistance to accompany manuals.

Adapting current systems to CwE assumes that current internal controls,
delinquency management, and supervisory systems are adequate. This does not
appear to be the case with all networks, so broader system assistance should be
understood and coordinated with technical assistance providers, such as DID.
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Program Objective

West Africa Objective 3:
Select and train a sustainable
regional technical service
provider (RTSP) that can assist
two new Credit with Education
programs in West Africa to
reach 20,000 new clients.

Strengths

FFH has demonstrated wise assessment in selecting and

working with new partners, as demonstrated by the following:

0 Decision not to operate in unstable Ivory Coast was
prudent.

0 Ensuring that CwE's market was sufficient and not
overlapping with other products at PAMECAS in
Senegal

o |Initiation of work with a smaller but pro-active network in
Mali

FFH has adapted its strategy to the absence of TSP by

providing direct services and working through CIF.

Weaknesses

FFH has not been able to identify a regional TSP to train the two
new networks.

Although there are clear reasons, FFH is behind in its plans to
work with two new networks, not having launched new products
with either of the current partners under negotiations.

West Africa Objective 4:
Maximize and promote lateral
learning, while coordinating
technical assistance, among all
key stakeholders (CU networks,
local and international technical
service providers, and
institutional investors).

Lateral learning was frequently cited as the most important
strategy in the MG (FECECAM, RCPB—exception FUCEC).
Lateral learning is a well-conceived idea as networks have
demonstrated interest in working together through the
creation of CIF and discussions on the creation of a
confederation. Additionally, given they function with the West
Africa Monetary union, there are some regional concerns—
such as interest-rate caps—that affect all networks.
Conferences have provided networks an opportunity to get to
know each other and to plan and report on annual action
plans.

Reportedly due to financing, networks have not taken their own

initiatives to finance lateral learning trips to other networks. The

two visited networks, however, convinced the mission that much
would be gained as they have complementary strengths.

The conferences cover many topics rather than focusing on key
ones. This concern is being considered in future conferences.

Southeast Asia Objective 1:
Enhance CARD’s research unit
capacity to conduct market
research for developing new or
improved products.

CARD has successfully established a research center, which
has played a central role in keeping CARD client-focused
and client-responsive.

The research center is very professional, having documented
its procedures, using participatory research methods and
producing high-quality reports.

Research is often requested by operational staff and findings
are integrated into operational systems or products.

The research center has played an important role in testing
new systems and ensuring that quality of education services
is monitored.

Research results need better dissemination throughout CARD
MRI.

The Research Department does not yet have the capacity to
translate research findings into product features.
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Program Objective
Southeast Asia Objective 2:
Expand the range of products
offered by CARD to poor
women in rural areas in order to
enhance client satisfaction and

impact.

Strengths

CARD, through the research department, has kept client satisfaction as
central to its mission. Product adaptations and development are ongoing
in response to research findings.

CARD MBA is offering a very popular life insurance product to clients and
will soon be adding health insurance.

CARD NGO has made significant changes to its primary product offered to
poor women: changing the methodology from group to individual liability
and allowing more access to savings. Clients appear very appreciative of
changes.

CARD monitors drop-outs regularly and has developed a product to re-
attract clients.

Weaknesses
Portfolio quality has declined with the introduction of
recent product adaptations. CARD anticipated this,
but it needs to be closely monitored.

Southeast Asia Objective 3:
Enhance CARD's
organizational capacity to
manage growth of integrated
services.

CARD has increased its CwE client outreach five-fold since the beginning
of the program.

CARD has introduced various systems to manage growth, including
observation checklists, a simpler accounting program and an asset-liability

management program. The systems are used and appear well monitored.

Important steps have been taken in monitoring education services,
including education checklists and the development of a quantitative
indicator to measure consistency, known as Learning Sessions at Risk
(LSAR).

CMDI has developed training for new loan officers and branch managers,
provided to all newly hired or newly promoted staff. Branch managers
report that loan officers arrive better prepared for their jobs since the
training.

Learning sessions are not delivered continuously,
sometimes with long delays between topics. This is
due to a gap in the planning process, as no schedule
for delivery of learning sessions exists; thus field
agents offer sessions as (and if) they learn them.

Loan officers do not receive learning session trainings
in a timely manner, partly due to demands on CMDI to
train new staff.

Although the systems have been developed,
information is not yet consolidated to ensure that
learning sessions are delivered with appropriate
quality and quantity.

Newer loan officers struggle to provide learning
sessions of the same quality as the "pioneer" loan
officers.

Southeast Asia Objective 4:
Develop CARD Training
Institute (CTI) to prepare
CARD'’s and other MFI staff to
offer financial and education
services that respond to the
needs of poor women.

CMDI was officially registered in April 2005. A director was hired and
strategic planning session held in July 2005.

In July 2005, CMDI started to establish new systems to prepare for new
responsibilities, training the growing CARD MRI staff, providing regional
training, and master's training.

CMDI has started its roles as an RTSP, providing training to several MFIs.

CMDI does not yet have the capacity to manage all of
its new responsibilities, and needs to increase its staff
capacities.
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ANNEX B: ACHIEVEMENT OF DIP OBJECTIVES

Targets  Achieved?

DIP Objective DIP Indicator Baseline MT MT  EOP Data Verified?

annual reports,

Headquarters # of new financial and interviews, field
L : 0 4 11 o !
Objective 1: educational products visits, available
Freedom from documentation
Hunger assists

organizations to

expand range and
improve quality of
financial and
educational products
and services to poor

Comments

Financial products include; RCPB (1) -
second generation, plus testing of voluntary
saving and urban products; Nyesigiso (1) -
second generation; CARD (5): individual
liability, Balik CARD, housing, calamity
loan, flexible savings; also FUCEC and
FECECAM researching second-generation
products and health savings research
underway by CIF; Education modules
include (4) Diarrhea, Manage Your
Business, Increase Your Sales, Malaria.
Other product enhancements include
market research, assessing client impact.
Note: In the second annual report, RCPB
is reported as having two new financial
products. The mission found that only one
has been fully rolled out. The other is still
being pilot-tested.

women. o .
# of organizations trained to annual reports,
conduct market research and 0 2 7 spot check
develop new products interviews

The following institutions have participated
in trainings: CARD (2003); RCPB,
FECECAM, Nyésigiso, FUCEC,
PAMECAS, CIF (2004)

# of organizations trained to
design and customize 0 2 1
education modules

annual report,
interviews

Two organizations were planned, but to
date only CARD has received the training.
Note the second RTSP has not yet been
identified to train in module design and
customization.
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Targets

Achieved?

DIP Objective DIP Indicator Baseline MT MT  EOP Data Verified? Comments
Hegdqgarters #af organizati_ons reaghing March 2005 The two partners serving over 30,000
Objective 2: 30,000-plus clients using new 0 1 2 Status Report dients are RCPB and CARD.

Freedom from systems and tools
Hunger assists
organizations to
gﬁ;'g;sm: f: tools Zrc;;}r/]je:;g?\;i?gndv%omd annual report, Guides for Incentﬁvg System, M&Rf Internal
manage growth of internal (l:ontrols, incentive 0 2 5 spot check Controls, Supervision and Integration have
integrated services to | systems, etc.) interviews been developed.
30,000-plus clients
per organization.
A survey tool has not been developed to
Headquarters # of partners responding assess this, but interviews and conference
Objective 3: p03|t|yely to 75%. of survey re_ports conflrm that panner_s are satisfied
Ereedom fror.n quest!ons assessmg with the quality and professionalism of
Hunger creates and effectiveness (quality) of 1 3 6 z Freedom from Hunger's TA. They are also
works through Freedom from Hunger as a pleased with the training methodologies
innovative teqhnlcal assr:janpe and used. Partners.coun.ted in-conference
collaborative training organization reports. Interviews mcluc\ie. (;IF, RCPB,
networks of public FUCEC, FECECAM, Nyeésigiso and CARD.
and private A survey Fool hgs not. been Qeveloped to
institutions that assess this, but interviews Wlth_ three West
leverage its technical | % of organizations articulating African fn_etworks and CIF con_flrm Lhat the
capacity to provide benefits of participating in 0 30% 70% interviews Wiest African partners appreciate the
integrated services to | collaborative network opportunity to ex_c_hange and learn fror_n
the poor. each other. Additionally, the opportunity
afforded to CIF to visit CARD was also
noted.
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DIP Objective

Headquarters
Objective 3:
Freedom from
Hunger creates and
works through
innovative
collaborative
networks of public
and private
institutions that
leverage its technical
capacity to provide
integrated services to
the poor.

DIP Indicator

Targets

Achieved?
Baseline MT MT

EOP

Data Verified?

Comments

The following institutions have participated
in collaborative networks through this
program:

Networks: RCPB, Nyésigiso, FUCEC,

# of public and private conference | | FECECAM, PAMECAS, Kafo Jiginew,
organizations participating in 7 9 22 report, annua Kondo Jigima, TIAVO, OTV; TSPs:
collaborative networks _retport_, Freedom from Hunger, CIF, CARD:
nierviews Other TA Providers: DID, IRAM, PLAN,
Freedom from Hunger Ghana;
Funders: GlaxoSmithKliine, UNFPA, IFAD;
Government: 3 National Ministries of Health
CIF is offering technical assistance to West
Africa network partners in diversifying
product product range for poor women. More
development technical support is needed to ensure that
# of institutions able to provide procedures and | products developed are in line with
high-quality technical reports (CIF), list | institutional needs and capacities.
assistance, relating to deep 0 1 1 of training Interviewed networks reported satisfaction
outreach products, to participants with the service, though one noted delays.

implementing partners

(CARD), annual
reports, visits,
interviews

CARD has also started to provide CwE
training services to other practitioners, but
no reports were made available to the
mission on the quality or impact of these
trainings.
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DIP Objective

DIP Indicator

Baseline

Targets

MT

Achieved?

MT

EOP

Data Verified?

Comments
Freedom from Hunger did not launch the
Impact Ventures Fund due to changes in
the market potential. It is instead

Headquarters i i [ [
Obie c?t e 4 of muli-year investors/donors ' . developing thg MicroCredit Enterprises
: subscribing to the fund 0 4 NA interview Accounts, which offer |0an§ to pgrtner MFls.

Freedom from The partners served by this project have not
Hunger_creates an been able to or have not opted to borrow
innovative from this facility due to foreign exchange
mechanism for risk.
attracting private value of commitments to the . . The Impact Ventures fund was not
nstitutional o 0 $500,000 | NA interview develoge 0
LnJr;er)sé?tr/g:)end(?triv ti?h # of investment proposals that 0 4 NA interview The Impact Ventures fund was not
Education. are financed by the fund developed.

Social Return on Investment

(SROI) created by fund 0 20% NA interview The Impact Ventures fund was not

) developed.

investments
West Africa
Objective 1:
Increase the capacity
223;;?:3”;}%” (CY) # of CU networks using product
technical suonort development guidelines to annual report, RCPB and FUCEC have both adapted the
institutions top P enhance current Credit with 2 4 2 interview with current products. To develop new products,
enhance the Credit Education services or to FUCEC all networks continue to work with CIF.

with Education
product and develop
new credit and
savings products

develop a new product
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DIP Objective

West Africa
Objective 1:
Increase the capacity
of credit union (CU)
networks and
technical support
institutions to
enhance the Credit
with Education
product and develop
new credit and
savings products

DIP Indicator

# of improved or new credit
and/or savings products offered

Baseline

Targets
MT

Achieved?

MT

EOP

Data Verified?

annual report,

Comments

The second annual report states that four
products have been developed, but spot
checks shows that only two have been fully
rolled out in active networks. RCPB (1)
developed and is using a second -
generation loan product, plus testing an
urban CwE product. It also is offering
voluntary savings, but the product is not yet

. L 0 3 2 interviews with structured as separate from the compulsory
by West African credit union IR
RCPB and CIF savings; Nyesigiso (1) also developed and
networks S -
is using a second-generation loan product;
FUCEC and FECECAM are researching
second-generation products; and health
savings research is under way by CIF.
Kafo Jiginew had also developed a product,
but it is not counted here, as that network
has left the program.
Nyesigiso initiated the process but did not
# of networks using guidelines . . . carry through. FECECAM does keep a
: interview with .
to carry out product costing 0 1 0 EFH separate income statement for CwE, but no
exercise costing exercise has been done to confirm
the actual cost of the product.
fof dlssemmatlon workshops The following dissemination workshops took
for customized health and lace: Family Planning (Sept 2002), IYS
business education modules 3 5 4 annual report ?Jan éOO 1) K/IYBM ( Jgn 20pO 4) an dlMaIaria
attended by at least one trainer (Sept 200 4’)
of each participating partner P ’
savings education, credit union annual report,
membership, malaria and interview with . o
advanced business education 0 2 L FFH and visited The malaria module has been finalized.
modules published networks
o N . . . During the mission, RCPB was finalizing a
piigrdpooi Sl IR IR P
pa 9.prog p conducted externally. There are not yet any
tracking tools and FFH

tools in place to track this systematically.
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Targets Achieved?
DIP Objective DIP Indicator Baseline MT MT  EOP Data Verified? Comments
. i Total of CwE clients served by RCPB,
iﬂf clients served by five (5) 104,000 130,000 | 71,250 feports, data | ok FECECAM, Nyésigiso and Kondo
networks spot checks .
Jigima as of March 2005.
West Africa FECECAM (internal controls), FUCEC
Objective 2: (internal controls and integration), Nyesigiso
Enhance the service # of CU networks operatin annual report, (M&R and integration). Note the second
delivery operations P g interviews, field annual report also noted that RCPB and
L one or more new or adapted 2 3 3 s ) L .
and organizational rowth Managemert svsiems visits in selected | FECECAM were implementing incentive
capacity of five g g y networks systems, but the mission found that RCPB
existing credit union is still under development and FECECAM
collaborators to has since discontinued.
manage growth to # of CU networks that worked
s, " | e mgraionot Credtoh reports The o netrks which have moved
' ) . . 0 2 2 . o toward integrating their CWE services were

Education service using the Interviews Nyésigiso and FUCEC.

process suggested by Freedom

from Hunger and CIF
West Africa # of Credit with Education quarterly report, | Kondo Jigima served 570 CWE clients as of
Objective 3: Select | Cros Of o new CU netork 0 2000 | 570 interviews with | March 2005. PAMECAS s anticipated to
and ain g partners trained by RTSP FFH and CIF offer services in the fall of 2005.
sustainable regional | # of effective training . _ .
technical service workshops provided to Credit 0 9 3 annual report Technical assistance provided to Kondo
provider (RTSP) that | With Education start-up Jigima, PAMECAS and FENACOOPEC-CI.
can assist two new Organizations by RTSP
Credit with Education | # of effective training and The new RTSP has yet to be identified.
programs in West technical assistance events interview with There have been, however, multiple TA
Africa to reach provided to existing Credit with 0 0 N/A FFH, CIF, events offered by CIF to networks in terms
20,000 new clients. Education organizations by annual report of market research and product

RTSP development.
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Targets Achieved?
DIP Objective DIP Indicator Baseline Data Verified? Comments
# of CU network senior f:;é?{egﬁﬁu al Representatives from RCPB, FUCEC,
West Africa managers participating in 10 12 15 report’ FECECAM, Nyesigiso, Kondo Jigima,
Objective 4: annual conferences inte rvi’ew s PAMECAS and TIAVO.
Maximize and # of local, national and Other TA Providers: DID, IRAM, PLAN,
promote lateral . . . , conference
learning, while mtemanonal techm_cql service 0 1 10 reports and Freedom from Hunger Q_hana
coordinating providers who participate in interviews Funders: GIaxoSn‘mhKIun_eZ UNFPA, IFAD
technical assistance annual conferences Government 3 National Ministries of Health
among all key ' Interviews with qepNorks did not i_ndicate_
stakeholders (CU that exchange visits were occurring outside
networks, local and of conferences. Although some had been
international ' - o . scheduled, they were not realized. Interest
technical service # of learning exchange visits 0 1 0 interviews with on the part of operational staff was
providers, and among partners network partners apparent, but funding appears to be a
institutional constraint. Through C!F, however, skilled
investors). network staff are sometimes sent to other
networks in the region to provide TA or
perform market research.
CARD has developed and documented the
following procedures: Remeans Test; Exit
Survey (done through participatory rapid
Southeast Asia analysis); Pre-Exit Survey (performed
Objective 1: systematically on clients wishing to leave),
Enhance CARD'’s reports, Mini-Survey on Food Security; Integrated
research unit # of documented new interviews, Market Research Tools; and Education
capacity to conduct procedures in client research 0 3 8 introductory Impact Study. In addition, CARD is in the
market research for and product development presentation process of developing a poverty score to be
developing new or embedded in the MIS and has participated
improved products. in a Food Security Study with Freedom from
Hunger. CARD uses participatory rapid data
analysis methods, market analysis tools
(relative preferences and competitor
analysis) and LQAS in its research.
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DIP Objective

DIP Indicator

Baseline

Targets
MT

Achieved?
MT EOP

Data
Verified?

Comments

Southeast Asia # of dedicated or part-time staff ) 6 4 reports, There are four staff members, but this does
Objective 1: in research and development interviews not appear to represent a constraint.
Enhance CARD'’s In addition to products already rolled out
research unit reports, (Housing Loan and Balik CARD), CARD is
capacity to conduct | 4 of improved or new products 0 . 3 interviews, also testing a Small Business Loan for
market research for | tegted by CARD introductory | CARD Bank. Itis also in the advanced
developing new or presentation | stages of developing a health insurance
improved products. product.
CARD has made several adaptations to its
current product, including shifting from
reports, group to individual liability and allowing
# of improved or new products 0 9 3 interviews, greater access to savings. It has also
used by CARD introductory launched a housing loan, the Balik CARD
. presentation product, a calamity loan. It has also
ggzjetz'gsthASETpan d initiated a Livelihoods Training in
: conjunction with an external trainer.
the range of products —
The mission did not see the records
ggﬁ:eveo%ecrﬁr? Irauigl # of former clients reintegrated indicating this, but the figure was
areas in order to into CARD after new product 0 1,500 4,400 interview approximated dgnng an mterwevy with
enhance client CARD MBA, WhI.Ch is pharged with
satisfaction and monitoring returning clients.
impact, drop-out
rate for
% decrease in client drop-out the CARD CMDI consolidates a report for all Centers
as a result of offering new 19% 5% drop | second Quarterly receiving education services. Drop-out
products quarter CwE report figures are based on these Centers only.
of 2005
=6%
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DIP Objective

DIP Indicator

Baseline

Targets

Achieved?

Data
Verified?

Comments

CARD's PAR has increased. In March it

# of women clients receiving g/loaorgh was reported as 5.58%. CARD
integrated services while Status anticipates that most of the delinquency
CARD maintains performance 12,400 30,000 80,297 Report is due to the transition to individual
standards (e.g. PAR less than data splot liability, and will decrease after an
2%) checks adjustment period. It is important,
Southeast Asia however, to monitor this closely.
Objective 3: In terms of systems, CARD has
Enhance CARD's developed the following: Asset-Liability
organizational Management System, LSAR, Education
capacity to manage Checklist, Observation Checklist, new
growth of integrated # of new or adapted review of accounting system for the NGO (ASA
services management systems as well 0 3 10 documents Model). CARD also seeks to integrate
as new or adapted education field visits ' | the LSAR into the human resource
modules performance reporting and MIS. For
education modules, CARD has tested a
Financial Life Cycle Module and adapted
Diarrhea, Manage Your Business and
Increase Your Sales.
Southeast Asia CARD field agents have increased by
Obiective 4 Develo 20% in the last year, and another 300 are
c AJRD Traini.n P anticipated to be recruited. Every new
. g . staff field agent is trained by CMDI.
Institute (CTI) to Training all interview Additionally, current staff are trained b
prepare CARD’s and | % increase in number of new 506 new CARD ith the Cent y learni . y
other MFI staff to CARD and other MFI staff current load 7 field agents: iy € /EIer In new eaming session
o I increase o Personnel modules as they are introduced and
offer financial and trained in CARD methodology approximately . i o
. . ) Department | receive additional trainings to upgrade
education services 400 in 2005.

that respond to the
needs of poor
women.

their skills. The mission does not have a
baseline from which to base growth, but
can confirm that CMDI has a large
mandate and a full training schedule.
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DIP Objective

Southeast Asia
Objective 4: Develop
CARD Training
Institute (CTI) to
prepare CARD's and
other MF staff to
offer financial and
education services
that respond to the
needs of poor
women.

DIP Indicator

Baseline

Targets
MT

Achieved?

MT

EOP

Data
Verified?

Comments

CMDI has a training center curricula, an
annual training schedule, a list of external
clients, and document training manuals for
CwE modules. Its policies and procedures,
including the resource center, are to be

# of CTI administrative Interviews, developed as CMDI implements its strategic
procedures documented and 0 3 4 review of plan (developed in July 2005). It should be
functioning documents noted that a new director was hired in July
2005 as well.
Note: Tthe second annual report states that
a hotline has been developed, but it
appears that it is not yet utilized by
staff.
# of organizations paying for list of CMDI offers a variety of courses and
CTl training and post-training 0 0 40 participants exposure visits for external clients; included

for integrated services

in this is CwE training for MFIs.
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ANNEX C: PARTNERSHIP ANALYSIS

Partner Type

Primary
In-Country
Partners
Receiving PVO
MG Funds

Name of

Organization

Organization
Type

Agreement

Type (MOU, sub-

grant, contract,
etc.)

Role/Main
Responsibilities

Provide high-quality,
well-adapted CwE

Funds Received

From PVO (as % of
total income)

The funds received
from FFH represent

Quality and Outcomes of
Partnership

CARD and FFH's partnership is
one of mutual respect and shared
vision. CARD has seen a growth

. 33% of the MG costs. . T .
services to poor in outreach of over five times since
. In terms of overall U
The Center for women. Train two the beginning of the program, and
. N budget for CARD MRI,
Agriculture and . other institutions to . has developed a strong research
Partnership . the consolidated ) N
Rural NGO add education to N unit and founded a training institute
agreement . financials were not
Development group-lending . to serve not only CARD MRI but
reviewed, but .
(CARD) products. Increase i . also MFIs regionally. The
. considering portfolio .
CwE clientele to at . partnership has also enabled
earnings only, the funds
least 70,000 by . CARD to strengthen systems and
represent approximately | . N .
September 2007. 10% improve financial and educational
' products.
There is mutual respect between
FFH and CIF. CIF also has the
respect of partner networks. CIF
has documented market research
and product development
procedures. It has implemented 2
Provide TAto WA CUs | 40%, but will decrease new products and is in the process
T’he Centlre Societe Lateral learing in market research, significantly as CIF of developing various gth.er§, and
d’Innovations Anonvme agreement new product takes on a 10-year has supported FFH in initiating
Financiéres (CIF) y g development and (CFA 11 billion) contract | CwE in 2 new networks.
product design. with CIDA Partnership could be strengthened

by clarifying CIF's role as either
contractor or co-leader of the
program. Programming would be
enhanced through more deliberate
coordination between FFH and CIF
in providing TA services.
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Partner Type

Primary
In-Country
Partners
Receiving PVO
MG Funds

Name of
Organization

Faitiére des

Organization
Type

Agreement Type
(MOU, sub-grant,

contract, etc.)

Role/Main
Responsibilities

Provide high-quality,
well-adapted CwE

Funds Received From
PVO (as % of total
income)

Quality and Outcomes of
Partnership
FUCEC has worked very closely
with FFH in developing systems
guides. It has restructured and
integrated its CWE systems.

Unités . J _
Coopératives Credit union Lateral learning SEIVICeS tlo poor Support provided in the Seglor mar)ageme?rt is very happy
d’Epargne et de network agreement \évomen_. ncrease form of TA and training and operations sta are very
Crédit du Togo WE clientele to at happy, and now anticipates growth.
(FUCEC) least 30,000 by Growth to date has been
September 2007. disappointing, but FUCEC now
appears prepared for growth and
will likely see more growth.
FECECAM has implemented the
CwE internal controls system.
Communication and transparency
between FECECAM and FFH
I : appears to be poor. FECECAM
Fédération des \I;gl)lv gideagltgz-gl;\?gty, had not highlighted serious
Caisses services to poor problems in its portfolio or
d’Epargne et de Credit union Lateral learning women. Increase Support provided inthe | requested TA to address it. There
Crédit Agricole network agreement CwE cliéntele 0 at form of TA and training is no one clearly in charge of CwE
Mutuel du Bénin least 30,000 by at the level of the federation to
(FECECAM) September 2007. ensure the product is performing

well or replicated in other regions.
FECECAM has experienced a
major decrease in number of
clients, and management had not
noticed or reacted to it.
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Partner Type

Primary
In-Country
Partners
Receiving PVO
MG Funds

Name of
Organization

The Fédération

Organization
Type

Agreement Type
(MOU, sub-grant,
contract, etc.)

Role/Main

Responsibilities

Provide high-quality,
well-adapted CwE
services to poor

Funds Received From
PVO (as % of total
income)

Quality and Outcomes of
Partnership

FFH and RCPB are long-term
partners, and the relationship has
grown and strengthened with time
as FFH became more demand-
driven in support of RCPB's goals.
RCPB has placed CwE as a major
component in its three-year growth
plan, and has successfully

des Caisses Credit union Lateral learning women. Increase Support provided in the exnanded outreach by 25%
Populaires du network agreement 5 form of TA and training expande y 2o,
Burkina (FCPB) CwE clientele to at introducing a new product and
least 30,000 by piloting another. Senior
September 2007. management is engaged and
informed about the product. More
work needs to be done to ensure
that senior management promotes
needed supervision to manage
growth.
Nyésigiso has integrated CwE into
its systems and designed a second-
Provide high-quality, generatl_on program. ‘It ha; been
undergoing restructuring since the
well-adapted CwE S .
- . services to poor o beginning of the MG program, which
L Credit union Lateral learning Support provided in the | has affected both growth and
Nyesigiso women. Increase o . . L
network agreement . form of TA and training portfolio quality. Though Nyeésigiso
CwE clientele to at ! .
has been a long-time partner, it has
least 30,000 by demonstrated less interest in
September 2007. requesting TA from FFH.
Communication needs to be
strengthened.
Kafo Jiginew Credit union NA NA NA No longer a partner.
network
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Name of

Organization

Agreement Type

Role/Main

Funds Received From

Quality and Outcomes of

PRI T Organization Type (B, s iy Responsibilities P (as o Ol il Partnership
contract, etc.) income)
Primary \';L?lv f deagltgz'gl\j\?éty’ Kondo Jigima is the _newest
In-Country o _ services 1o poor o partner,_demonstratlng strong
Partners Kondo Jigima Credit union Lateral learning women. Increase Support provided in the | interestin CWE. It has In_vested its
Receivin g PVO network agreement CWE clientele to at form of TA and training own funds in the expansion qf _
CwE, and clearly shares a vision
MG Funds least 10,000 by with EFH.
September 2007.
Main partners of
primary partners
also receiving MG
funds
Plan International has attended
Provide match funding conferences and has funded some
Other key Plan-Benin NGO for CWE activities with | NA networks to expand CWE into new
partners who do FECECAM. areas. Coordination appears good
; with FFH.
?L(I)r: drzcelve MG o Provide match funding GlaxoSmitKline has attended
GlaxoSmithKiine | Multinational for development of NA conferences, and has funded the
Corporation malaria education development of the malaria
module. module.
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Breaking Through Barriers to Growth:

Mid-Term Evaluation

Expanding the Scope and Scale of Credit with Education in Two Regions 68

ANNEX D: MISSION SCHEDULE

May 6-9:

May 9-26:

May 26-duly 8:

July 9-15:

Jduly 16-21:

July 22-August 18:

August 18-September 15:

September 15-30:

Document Review and Misson Preparations

Field viststo West African partners in Burkina Faso
and Benin

Callection of initid findings, interviews with
Freedom from Hunger and DID, and preparations for
mission to the Philippines

Fed vigtswith partner in the Philippines

Preparations for and delivery of presentation on
initid findings

Preparation of initid draft of report
Trandation of report and feedback from partners

Findization and submission of report



Breaking Through Barriers to Growth:

Mid-Term Evaluation

Expanding the Scope and Scale of Credit with Education in Two Regions

ANNEX E: INTERVIEWS

Burkina Faso:

Alpha Ouédraogo, Director of CIF

Daouda Sawadogo, Genera Director of
RCPB

Céestine Toé, Point person for CwE in
RCPB and provides technica support to
CIF

Y olande Ouédraogo, CIF

Staff of the Credit Union of Bousse

Y ves Dufour, Consultant, DID

Luc Baily, Consultant, DID

Fédy Kokoumeh, Generd Director of
FUCEC (off-gte interview)

Adjovi Ayeh, Point person for CwE a
FUCEC (phone interview)

Benin

Mouhamadou Arikama, Generd Director,
FECECAM

Abraham Ivan Hervé Ouaba, Director of
Operations Department, FECECAM

Head of Credit Department, FECECAM

Martin Codjo, Head of Marketing and
Statistics, FECECAM

Mohammed Sherrif Ligdi, Director of
Union of Zou, FECECAM

Pierre Abi, Head of Credit Operations,
Union of Zou, FECECAM

Renda L éon, Manager of Credit Union of
Cové, FECECAM

Josanne Dguenon, Animeator, Credit Union
of Cové, FECECAM

Algpini Vladimir, Treasurer, Credit Union
of Cové, FECECAM

Romarique Sehounom, Loan officer, Credit
Union of Cové, FECECAM

Soude Blandine, Accountant, Credit Union
of Cové, FECECAM

Guy Amoussou, Director of Union of Mono
Couffo

Head of Credit Operations, Mono Couffo

The Philippines

Arigtotle Alip, Founder and Chairman of
CARD MRI

AnicetaAlip, Research Director, CARD
MRI

Dolores Torres, CEO of CARD Bank

Florddiza Sarmiento, Director of CARD
NGO

Lorenz de Roes, Finance and Adminigtration
Director

Alex Dimaculangan, CEO of CARD Mutud
Benefit Association

Enrique Navarro, Director of CMDI

Marilyn Magampon, Head of Resource
Mobilization

Edzd Ramos, Heed of Training, CMDI

Luisa Cadaing, Board member, CARD MRI

Jocelyn Dequito, Accountant, CARD NGO

Ludy Medina, Research Officer, CARD
MRI

Ledie Ramirez, Training Officer, CMDI

Officein IT Depatment

Ellen Vor der Bruegge, Freedom from
Hunger

Staff and dlients of Bay Branch, CARD
Bank

Staff and clients of Pagsanjan Branch and
Santa Maria Branch, CARD NGO

Phone interviews

Beth Porter, Freedom from Hunger
Chrigtian Loupeda, Freedom from Hunger
Guy Vallancourt, DID
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ANNEX F: DOCUMENTS REVIEWED

The team reviewed a series of documents, totaing over one hundred. The list below summarizes

the categories of documents reviewed and analyzed.

Freedom from Hunger

Matching Grant proposal and annexes
Detailed Implement Plan and annexes
Annua reports

Conference reports

CwE drategy, policies and procedures
Training manuds for CwE in credit unions
Appraisa guides

Partnership study and findings

Financia reports

YVVVVVYVVYVY

Wedt Africa

CIF agreements

CIF drategic planning documents

CIF/CIDA proposed confederation strategy

CIF market research and product development policies
Samples of CIF reports

RCPB Business Plan

FECECAM Tableau de Bord, other portfolio data
FECECAM product income statement—CwE by union
Systems, tools used at leve of credit union

Reports for ingpection department

Data available a the levd of visted credit unions
Samples of guides and manuds developed

VVVVVVVVYVYVVYVYY

The Philippines

Training manuds

Research reports

Research tools

Performance monitoring tools and reports
Accounting system and client documents
Portfolio and financid reports
Asst/Liability management system
Internd auditing system

Ligt of clients of CMDI

Work plans for research and training
Tools and data available at branch level

VVVVVYVYVVYVYVYYVY

RCPB Tableau de Bord, other portfolio data collection for CwE






