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“Introducing a Voluntary Savings Program to PADME, Benin, to Help Low-income Savers Become Economically Self-supporting.”
I.  List of Programs for Women’s World Banking
Women’s World Banking (WWB) is a non-profit microfinance organization working in 29 countries worldwide to bring financial services and information to low-income women entrepreneurs to help women lift themselves out of poverty by operating small, sustainable businesses. WWB's network of 53 rapidly-growing microfinance institutions and banks collectively serves over 23 million microentrepreneurs in Asia, Africa, Latin America, Eastern Europe and the Middle East. Over the past three decades, WWB’s partner organizations have made it possible for millions of women to improve their living conditions, keep their families well-fed and healthy, educate their children, and secure a political voice. 
WWB uses a multi-tiered approach to maximize the outreach, efficiency and customer responsiveness of financial services for the poor.  The power of being a global network means that WWB can:

· Work directly with network members to develop and refine products and services that impact the livelihoods of low income clients and their households.

· Facilitate knowledge transfer through our global best-practice workshops and cutting-edge trainings.

· Disseminate technical knowledge and case studies to the wider industry through how-to guides and publications.  

WWB supports its Network Members, including PADME, Benin, by providing tailored, integrated services in five areas:

Advisory Services - to help strong microfinance institutions build strategy; strengthen their organization and operations; and design and implement new products and processes that respond to the needs of low-income people, especially women, as clients of financial services providers. Examples of services provided to the WWB Network Members are Marketing and Branding, Rural Lending, Individual Lending and Understanding the Women’s Market, and Introducing Savings.
This Proposal features WWB’s Advisory Services to PADME in Benin, to introduce a voluntary savings program which will help low-income savers become economically self-supporting. 

Financial Products and Services - to help Network Members mobilize commercial resources and achieve integration into financial markets.  WWB acts as a broker between Network Members and capital providers to ensure that capital access is achieved on the best possible terms: at reasonable pricing, with minimal risk to Network Members, and preferably with maturities that support their high growth trajectory. 
Policy and Industry Impact - aimed at transforming financial systems to benefit the poor. Implementing financial sector policies, regulations, legal structures and institutional infrastructure remain key challenges in the buildup of a sound microfinance sector in most countries. WWB has strong, demonstrated ability to convene leading practitioners, policy makers and financial sector actors, to agree on change agendas, to influence policies and instruments in microfinance, and to introduce change. 
Linkages and Learning Services – workshops and exchanges among Network Members to transfer knowledge and to reinforce WWB’s mission, vision and values. WWB has been a leader in featuring “lateral learning” among practitioners as a key means for: sharing methods and lessons; building capabilities; and forging innovation partnerships. WWB continuously provides a platform for Network Members to share their experience with others by featuring their leadership. 

Knowledge and Communications – communicates WWB’s programs, knowledge products and effectiveness and that of its Network Members to peers, stakeholders and the media, both locally and internationally. WWB creates knowledge publications developed with WWB’s team of experts in various areas such as Gender Research, Product Diversification, and Operational Effectiveness.  WWB’s work and that of its Network Members is disseminated through print publications, electronic communications and the website. 
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II. Program Activities and Budget
Building Savings Helps Low-income People in Africa become Economically Self-supporting
Research in recent years shows that low-income people around the world can and are willing to save.  In Benin, clients (mostly women) save a fixed amount each day with deposit collectors and at the end of the month, the collector receives one day’s savings as fees.  The poor need safe, secure places to save with access to their money when they need it.  Low-income women save assets to ensure financial security and have hope for the future. 
Most microfinance institutions (MFIs) and some other non-bank financial institutions are not permitted to collect voluntary savings from the public, as policy makers felt that the poor don’t save or cannot save. However, the mindset is changing, and Voluntary Savings are becoming an increasingly popular business proposition for MFIs in that it establishes long-lasting relationships with clients, establishes a stable, inexpensive and reliable source of funds, increases outreach by diversifying financial services to different market segments, promotes institutional profitability, and builds a platform for other financial services such as remittance. Compulsory savings acts as collateral for some loans.  
PADME, Benin - one of the most successful MFIs in Africa
PADME, the acronym for Project for the Promotion and Support of the Development of Micro-Enterprises, is a member of the Women’s World Banking network of affiliates and associates.  Set up in 1993, it transformed into an “Association” (an NGO) in 1997 and since then, has developed into one of the most successful microfinance institutions (MFIs) in Africa. As a result of its sound financial performance, PADME has been able to grow its portfolio by accessing a wide variety of local and international funding sources.  PADME has mainly offered individual loans to over 40,000 active borrowers through its 4 branches and 22 sub-branches in both urban and rural areas, and has compulsory savings. 
PADME can legally mobilize public Voluntary Savings deposits, but concentrated on loans, due to the high cost of mobilizing small savings from low-income microfinance clients.  In 2006, management decided to evaluate whether to take voluntary savings to improve customer satisfaction, meet the organization’s the growing funding needs, avoid over dependency on the local domestic market for commercial loans, and enhance the long-term relationship with clients based on trust and high quality services.  PADME did not have the capacity to provide this product, and WWB, with its worldwide network of 53 MFIs and banks had extensive resources to draw upon for best practice.
PADME has a commanding market position and is one of the largest MFIs in Benin.  In addition, the institution is well known worldwide for its excellent performance, based on the financial performance indicators that are a pre-requisite for successful savings mobilization. 
	Indicators
	PADME 2004

	· Number of Clients
	48,536

	· Portfolio at Risk, 30 days
	1.81%

	· Financial Self-sufficiency
	157%

	· Adjusted Return on Asset
	7.4%

	· Operating Cost Ratio
	10%

	· Liquidity Ratio
	.09

	· Equity Multiplier
	2.6




Source: Mixmarket 

Steps to Implementing the Savings Program at PADME
Mobilizing voluntary savings is an extremely complex process, and requires a major organizational commitment at all levels, especially from senior management. It brings fundamental changes to the organization as the organization transforms from one that provides only micro-lending services to one that acts as a financial intermediary, possibly to a wider range of clients/segments.  WWB support to PADME included providing technical expert advisors with extensive knowledge of best practice through experience working with a network of microfinance institutions and banks.  With this knowledge, WWB provides on-site advisory work, remote advisory work and extensive follow up including ongoing evaluation of results, before the external valuation in 2009. 

The pre-planning phase, implemented in 2006, was designed to help PADME decide whether it has the high-level requirements to mobilize savings. Leadership and management gained a clear understanding of the fundamental changes and necessary resource allocations for mobilizing voluntary savings.  
· Planning and Evaluating Readiness, Market Research – PADME decided that it was ready to introduce savings based on high-level market, competitor, and customer research and analysis conducted in 2006, and they created a detailed action plan.  In-depth market research was conducted to understand industry trends, competition, and customer demand and preferences. Based on the findings, they designed a savings product and finalized processes, procedures, and policies.  Based on market research, PADME projected that they could attract 1,780 new savers.  Staff received training to enhance staff capacity. 
· Product Design, Pilot Testing and Pilot Midterm Evaluation – In 2007, prototypes and processes will be tested in the pilot branch(es) to give PADME an opportunity to test new savings products with a limited number of clients to do a reality check in the actual market setting. Close monitoring and follow-up by management will be critical at this stage for successful savings mobilization. (See BUDGET)
· Rollout of Savings Product, Monitoring, Implementation, Evaluation and Modification – Lessons learned from the pilot will be applied to other branches. In addition, gradually new savings products will be rolled out across all the branches, success of savings will be evaluated, and they will build a long-term vision around savings products.
Resource Allocation and Commitment from PADME

PADME’s Leadership and top management’s commitment to allocating time and resources is key to the success of this engagement and has been involved in making strategic decisions. The Chief Executive Officer has spent a considerable amount of time providing a clear direction and vision to become a financial intermediary. A competent and knowledgeable Project Manager was deployed to lead and manage the savings mobilization engagement on a day-to-day basis, who understands, analyzes, and integrates the various steps and actions required in the process as well as effectively communicate them to the institution’s leadership. Managers of key departments such as Finance, Credit Management, MIS and HR have been engaged at various phases during the engagement to ensure successful product delivery.

Stages of Implementation of Savings
Implementation of voluntary savings is a long-term, collaborative, structured process which requires significant commitment from MFIs for a period of 2-3 years. However, the length of the engagement depends on factors such as PADME’s leadership’s acceptance of required change, development of system, staff capacity development and resource allocations. 
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Budget

This proposal is to support PADME’s “Savings Pilot Training” and “Pilot Midterm Evaluation” of the program to introduce voluntary savings.   The total budget for these activities in 2007 is $47,550, of which $31,860 is the cost of a WWB Expert Advisor at a daily rate of $540 for 81 days of preparation, remote and field delivery, and extensive followup.  Three trips are scheduled between New York and Benin for a total of $15,690, including airfare, local lodging, meals, and ground transportation.  The Clear Fund’s contribution of $25,000 would represent 52.6% of the total cost of this activity in 2007.
	PADME, Benin
	
	Total Cost

	Introducing Voluntary Savings 2007
	
	(US$)  

	
	
	

	  Travel (3 trips between NY and Benin)
	
	

	         Airfare
	
	$      7,200

	         Lodging & Meals 
	
	7,590

	         Ground Transportation and Misc.
	
	600

	         Misc.
	
	300

	Total Expenses
	
	$   15,690

	
	
	

	  Salaries of WWB Expert Advisor (81 days)
	
	31,860

	  TOTAL 
	
	$   47,550

	                      The Clear Fund Contribution
52.6 % total costs of the program for 2007


	
	$   25,000
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III. Evaluation 
Monitoring and Evaluation of the Program

Introduction to Voluntary Savings is a long term project with implementation taking place over a two to three year period.  Evaluation of the program takes into consideration the success of offering the product at the microfinance institution, PADME, and the impact of the savings program on the clients’ life.  WWB will evaluate the program during its implementation state in 2008 and 2009, and an external evaluation will be undertaken by a 3rd party in 2009. 
External Evaluation of the Clients: Keeping a Financial Diary
PADME will keep a “Financial Diary” monthly, setting up a system to track a sample number of clients from this segment to see how they have been impacted by having savings and whether they saved for an emergency, investment needs, working capital needs.  They will also be asked whether, given options of the informal and formal savings programs, has there been added value in offering a safety net and affordability.  Clients will be interviews about how they use savings, how savings benefits their everyday lives, with the opportunity to create assets.  
Internal Evaluation of PADME, the Institution

Overview

Monitoring and evaluation of the introduction of savings program at PADME requires documentation of the outcomes of the rollout which is being undertaken in 2007. finalizing the savings implementation process, conducting variance analysis of planned versus achieved results, undertaking process re-design based on this analysis, and identifying next steps.  Tools used to measure success include: quantitative analysis of financial and performance measures and qualitative data from focus groups, client surveys, in-depth interviews, and discussions with staff.

Resource Requirements

Management involvement includes: savings product manager, credit manager, and area manager, responsible for ensuring that sufficient information is produced to enable ongoing monitoring of the project, a systematic process that ensures timely adjustments and continuous feedback.   The role of the saving s manager will now be to grow the savings base, keep clients actively saving and identify new product opportunities.  

Measure Success against Objectives

Produce a rollout and implementation report that outlines the actual results for your products and your institution as compared to those you planned to show progress against objectives including: 

· Percentage of savings to total portfolio in local currency

· Average savings balance by account size

· Account balance distribution in terms of savings value

· Staff productivity (savings mobilized per branch staff member per month), and

· Growth from number of new clients vs. migration of existing clients. 

Monitor Progress against Action Plan

Project manager and heads of departments should identify any strategic, operational, or organizational gaps, and assess steps that have not been completed or work that is still underway, determine why issues have arisen, and decide how best to resolve them.  
Monitor Internal Impact
Need to monitor impact of mobilizing savings within organization to ensure that the staff still supports the process and the customer service vision is being sustained. A structured monthly report will pass on feedback from the front line staff and their managers to the project manager. Also savings should be periodically discussed in team meetings and a timetable of savings “check-ins” to monitor results. 

Monitor External Impact

Monitoring impact of savings outside the organization will ensure that you have the right product and service.  Ideally, conduct customer satisfaction research with your client base annually to monitor perception of the institution and products.  Quantitative research, such as focus groups also provide useful data.  Obtain feedback from key stakeholders – board members, policymakers, strategic partners.  Prepare a report of the output from all four monitoring sections for the savings product team and senior management. 

Identify Needed Changes 

Collect combined feedback from internal and external sources with the assessment of progress against objectives and action plan.  Analyze results and draw conclusions on any changes that may be required.  Changes should be based on the organization, operations and financial set-up, and be specific recommendations to the project team as a whole or to specific branches. Process should take place systematically, monthly, when you begin the implementation or twice yearly, once the project is more developed.  Collate all internal and external feedback and discuss in a workshop with the savings product manager, relevant members of the savings product team and the institutions senior management.

The Outcome will be a short report highlighting the key conclusions and the steps that will be taken to resolve any problems or issues, and the document available to all staff in the institution with the aim of indicating the team’s willingness to accept feedback and improve savings products and services.









