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Scale
Association Membership Aggregate % Average
Total Number of Current Members 118
Total Number of Men 63 53%
Total Number of Women 55 47%
Total Number of Associations 21
Average Association Membership 5.6
Membership Growth Rate -15%
Aftendance Rate 86%
Number of Members Belonging to Graduated Groups
Total Number of People Assisted by the Programme 118
Composition of Current Assets & Liabilities
Cash on Hand and at Bank 28,050,000 37% | 1,335,714
Loans Outstanding 47,238,004 63% | 2,249,429
Goods 0 0% 0
Social Fund 0 0% 0
Debts 0 0% 0
Net Worth 75,288,004 | 100% | 3,585,143
Financial Performance
Savings
Cumulative Value of Savings 57,445,000
Average Member Savings/Contribution to Date 486,822
Increase in Value of Association Savings. 17,843,004 | 31.1% 849,667
Loans
Average Loan Outstanding 1,098,558
Number of Active Loans 43 2.0
Loans Outstanding per Association 47,238,004 2,249,429
Current Yield
Average Net Profit per Member to Date 3% 151,212
Annualised Average Net Profit per Member 228,718
Personnel Profile
Programme Staff 7.00 58%
Project Manager (PM) 1.00 8%
Field Officers 6.00 50%
Other 0%
Other 0%
Support Staff 5.00 42%
Data Capture Clerk(s) 1.00 8%
Driver(s) 0%
Other Administrator 1.00 8%
Other Guards 3.00 25%
Other 0%
Efficiency
Ratio of Field Staff to Total Staff 50%
Caseload: Groups per FO 35
Caseload: Individuals per FO 19.7
Portfolio Utilisation 63%

Total Recurrent Expenditure this Month

Total Expenditure to Date

Cost per Client Assisted

°

Annualised Cost per Active Client

°

Cost per Unit of Financial Assets 0.0%
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1 Terms of Reference

1.1
Objective 

The purpose of this evaluation is to review the project achievements, draw lessons learned and recommend improvements to the methodology.

1.2
Scope

The consultant will undertake a comprehensive review of the project and its activities in the three districts including interviews with project beneficiaries (individual and groups), staff, partners and donor representative and CARE Mozambique in Maputo.  This will entail 

· Review of the project reports

· Field Visit to the three districts – Mocuba, Nicoadala and Quelimane

· Interviews with CARE staff, project beneficiaries, partners, and donors

1.3
Deliverables

In addition to oral debriefing, Consultant is expected to provide an evaluation report based on the review of the project activities and analysis of the key achievements highlighting overall findings, recommendations for the future bearing in mind that CARE is handing over the project to another development agency and key lessons and challenges encountered. 
1.4 Comments on the ToR

What follows is derived from visits to 24 groups (out of more than 1,100) and is, then, tentative.  The short time frame and limited evaluation budget makes definitive conclusions unwise although the evaluators have a high degree of confidence in their findings.

2
Executive Summary

CARE Mozambique’s Village Savings and Loan in Zambezia programme is in the last month of a short two-year life and was designed to:

· Develop sustainable mass markets for financial service widely available to the rural and urban poor in three Districts of Zambezia Province, with a special emphasis on women between the ages of 18 and 50

· Improve knowledge, attitudes and practice that contribute to reduced rates of HIV/AIDS

Outputs were to be:

· Up to 1,000 Savings and Loan Groups with a total of at least 6,000 members offer appropriate savings, credit and insurance services and operate without any external support

· CARE in Zambezia develops sound market knowledge and develops a plan for expansion of its VS&L programme that is funded

· Effective linkages developed with ASOs for the delivery of HIV/AIDS support services and messages

· Economic and social impact monitoring system permits measurement of aggregate economic impact and behavioural change, relative to social status and HIV/AIDS awareness

The following were the main conclusions:

· In its two-year life the project reached more than 6,000 people with savings and credit services and linked more than 5,300 to HIV/AIDS services and information.  In both respects it achieved and even slightly exceeded its goals. 

· The very short time frame; the arbitrarily imposed numerical targets and the limited budget set by the UNDP, prevented the quality of financial service delivery from being optimal: the project manager and his staff went for scale at the expense of strong capacity at the group level.  The result is that while most groups are engaged in savings and lending (with benefits that arise from these services, their systems and operational management are weak. Within these constraints the project did well 

· The linkages between ASOs and savings groups are strong and effective.  There is a very high level of HIV/AIDS awareness in the communities and more than 85% of clients have received ASO input

· The project has developed an effective plan for takeover of staff and programme activities by Project HOPE.  A memorandum of understanding will be signed in the next few days but depends on the UNDP being willing to hand over fixed assets to HOPE.

· The Management Information System was inappropriately modified from its original form and not sufficiently understood.  It was also not regularly serviced by field staff, who ceased providing any effective input to the system nearly 6 months ago and whose understanding of the basic meaning of important categories was flawed
.  The estimated variance between actual results and the MIS is so large as to render the system irrelevant.  Replacement of the MIS and re-establishment of data is needed. The staff cannot be blamed, because lack of resources prevented technical support for training in data collection and maintenance and management of the MIS

· The organisational structure of the project was insufficient for the task.  The project could not afford a Field Officer Supervisor; staff training appears to have been insufficient and there was no provision for periodic technical support to strengthen operations.

· Thorough work was done on the preparation of a baseline (which would, however, have better been structured as a rolling baseline), but there has been no measurement of impact to date, nor a system designed to address this issue.  This is because the 2 year time allowed for the project (under strict UNDP-imposed limitations) was insufficient for impact to be measurable: it is normal for projects of this type to seek to measure impact after approximately 30-36 months.  This allows for a significant number of graduated groups to have completed 2 cycles of savings and lending and for real impact to emerge.

· No market survey was conducted to support an expansion strategy, because the absence of a ready donor and CARE’s decision to quit operations in Zambezia made it irrelevant.

Within the strictures imposed by unrealistic performance demands, a short time frame and limited resources the project has done well.  It has proven that it is possible at very low cost to set up sustainable savings and loan services in remote rural areas of Zambezia: something that no MFI would dare attempt.  It has greatly influenced participants’ belief in their capacity to manage their own development agenda and it has armed most of them with information that can help them avoid HIV/AIDS or begin to deal with its consequences.  It is especially successful in having convinced leading ASOs to adopt the savings and loan technology.  They are, evidently convinced that it creates synergies that increase the effectiveness of their current set of services and are willing to pay the costs of its adoption.

The lessons to be drawn from this are:

· With all its imperfections and quality problems related to implementation, the VS&L financial services methodology has proven that it can work when no other alternatives exist.  It reaches very poor people at very low cost and offers them savings, insurance and credit services that are flexible and relevant where no MFI could ever reach. It also prevents the risk of over-borrowing: often a problem with MFI programmes when they try to reach rural areas with credit driven products

· It is appropriate for adoption by ASOs as a set of services that can easily be integrated into the operations of organisations whose sectoral interests and competence lies in other areas.

· It is necessary for ASOs and other organisations that adopt the methodology to deliver it through individuals or teams that specialise in VS&L.  It is not an effective approach when delivered by staff who have multiple other responsibilities.

· Greater attention needs to be placed on adaptation of the methodology to the operating environment, especially in terms of group sizes.  Of particular note, the tendency to stick to very small groups of 5-7 participants was project-imposed and is based mainly on what is being done in Zimbabwe and by CRESCE.  This has lead to staff overload as they attempted to reach large numerical targets with very small groups that are not the norm in Mozambique.

· Greater emphasis needs to be laid on staff training and supervision

· Greater emphasis needs to be laid on group-level procedures and systems

· Greater emphasis needs to be laid on management information systems and their application as well as the development of impact data

With these caveats it is recommended that the UNDP hands over fixed assets to CARE for use by HOPE so that service delivery can immediately be resumed in December 2005.  Without these assets the programme will come to an end and the lessons learned will not be applied.

3
Approach to the Evaluation
The principal document that guided the design of the evaluation was the project Logical Framework (Annex 6.1)

The project had two purposes, which were:

· To develop sustainable mass markets for financial service widely available to the rural and urban poor in three Districts of Zambezia Province, with a special emphasis on women between the ages of 18 and 50

· To improve knowledge, attitudes and practice that contribute to reduced rates of HIV/AIDS

There were 4 Outputs that were identified as necessary to succeed in achieving these purposes:

· Up to 1,000 Savings and Loan Groups with a total of at least 6,000 members offer appropriate savings, credit and insurance services and operate without any external support

· CARE in Zambezia develops sound market knowledge and develops a plan for expansion of its VS&L programme that is funded

· Effective linkages developed with ASOs for the delivery of HIV/AIDS support services and messages

· Economic and social impact monitoring system permits measurement of aggregate economic impact and behavioural change, relative to social status and HIV/AIDS awareness

To gather the necessary information the logical framework identifies the following means of measurement:

· Baseline survey

· Group records (financial)

· Focus-group discussions

· Project records

· Return to investment analyses

· Project proposal

· Memoranda of Understanding with ASOs

· Monitoring and Evaluation Plan

All of these either existed, or were generated as part of the evaluation, except for the Monitoring and Evaluation plan, which did not exist.  No social and impact monitoring system was in place, but a good-quality baseline survey had been carried out.

Thus, the evaluation focussed on: 

· Verification/development of group-level performance information

· Household impact data

· Relationships with ASOs

· Strategy for the future

4
Activities Carried Out in the Field

4.1
Group-Level Performance Information: Review of the MIS

The MIS consisted originally of a single sheet per Field Officer (See Annex 6.8).  This was intended to be based on a ‘balance sheet’ approach in which Field Officers were to gather current information on group biodata (numbers of participants and gender composition) and total savings.  In addition it gathered information on cash on hand and loans outstanding.  The purpose of this was simply to compare the total savings with the current net worth to calculate yield.  The MIS enabled this to be reduced to a unity by extrapolating forward for 12 months, enabling comparison of yields and individual cash benefits per group, thus eliminating the need for systematic and regular transaction measurement and tracking profit and loss through the accounts (which, if experience in typical VS&L programmes is anything to go by, is not particularly accurate). 

The tool was used but the programme managers added data than that specified, tracking not only the balance sheet information but also interest earnings and reimbursements.  This obviated the purpose of the tool and made appropriation of the data at the group level more complex.  In addition, the programme managers added monthly columns to the tool to track month-by-month performance of the groups on one file.  The original tool did not do this because it was designed only to track current information, with historical information to be stored in archived monthly files.  Finally, the programme managers created a separate file that was a master register of all groups and attempted to link the master register to the Field Officer files.  The problems with this system were:

· The linkage between the master register and the Field Officer files was inconsistent and incomplete.  Groups ended up with different registration numbers between the two files and some groups appeared on one file but not on the other

· The consolidation linkages that drew together monthly information into historical summaries had incorrect formulae, rendering some totals inaccurate

· Date entries were never kept current.  Since the spreadsheet depends for its value on knowing how old the groups are (from which annualised yields and cash earnings can be projected) the absence of the correct date of data entry reduced its value as an analytical tool.

· The tracking of loan reimbursements and interest earnings at the group level was inaccurate and not up to date: it was also not required.  It would have been far simpler just to collect data on loans outstanding and cash on hand, which could be spot verified without reference to written records

· Much of the data on the files was simply not correct.  Comparison of the savings data on the MIS with the most recent source documents often showed variances that were much too large or much too small

· The original purpose of the tool was to enable the programme manager to sort the Field Officer data by factor, such as yield per group, savings per group, loans outstanding per group and cash on hand by group to immediately determine differences in performance between groups.  This was never well understood. 

As a result the MIS was rarely used as management tool and fell into disuse as it became less and less accurate, more and more complex and increasingly out of date.  In the last 6 months of the project only 14 group files have been updated.  The variance between the aggregate savings tracked by the MIS and the extrapolated result from the field research for the evaluation was an extraordinary 16:1 (3.12 billion/190 million), while the variance on credit is 35:1 (2.5 billion/73 million). In other words, the MIS as it stands cannot be used for evaluation or management purposes.

The basic problem here is that the tool was made available without training and orientation.  Technically sophisticated additions and potentially useful changes to the tool caused damage to its architecture and should only have been done based on a thorough understanding of the tool’s purpose and design.  The fundamental point is that its use as a balance-sheet instrument, enabling time-series data to be irregular was not understood, and the addition of interest earnings and reimbursements worked directly counter to its design principle.

An MIS must be implemented through either a collaborative process, in which the purposes of an MIS are agreed and design then follows, or by installation and training by the system engineer.  At the very least, modifications ought only to take place with the collaboration of the original designer.  All MIS’ should, as a matter of principle, be guarded by passwords that make it impossible for it to be tampered with without consultation.

After reviewing the MIS, the evaluation team concluded that it was so far out of date and inappropriately modified that it could not be used as a reliable guide to field level performance.  The design of the field research took this into account and incorporated a truncated data gathering instrument into the questionnaire that allowed for net worth calculations and calculation of savings.  (See Annex 6.3, Section C.5)

4.1.1 MIS Installation

Although this was not part of the ToR, it was decided to scrap the MIS and to install a new system, based on the VSL Associates MIS.  This enables simple biodata and asset data to be entered into Field Officer sheets, after which overall programme performance is consolidated into a single sheet.

Annex 6.4 shows the data-gathering sheet that is used at the time of field visits to a group.  Annex 6.5 shows how this data is entered in the MIS, using a numbering system in which data on the data-gathering sheet is categorised by number and entered in the Field Officer data sheet in the same sequence.   Annex 6.6 shows how this data undergoes preliminary consolidation and analysis and can be used by a superviser to discuss the total portfolio and its variety with the relevant Field Officer.  Annex 6.7 shows how this appears in a consolidated programme performance sheet.

It was agreed that in the next two months, immediately following hand over of the project to HOPE, Field Officers will gather current information on all groups that are currently active and bring the MIS up to date and into use as a management tool.  To do this, CARE’s SEAD coordinator will have to engage in Field Officer training, install the new MIS and train the project Data Capture Clerk.  He will also have to engage in spot checks on data quality at least twice throughout the training period.

Conclusion:
The MIS is corrupted, contains inaccurate data, and is incompatible with the data gathering tools in place.  It appears to have been rarely used as a management tool, but used solely for purposes of project reporting and its outputs bear little relationship to reality.

Conclusion:
The project budget did not allow for periodic external technical support for maintenance, upgrading and modification of the MIS 
Recommendation:
Scrap it, install the VSL Associates software, train the staff in data collection and data entry and reconstruct project records in collaboration with HOPE.  Train the new managers in its use as a management tool as well as for reporting purposes.  In future such projects insist on sufficient financial resources to ensure this happens.

4.2
Group Level Performance Information and Impact on Households: Interviews with Client Groups

4.2.1
Approach

Review of the MIS led us to believe that the situation was alarming, with less than half of the groups saving and that total assets were Mt 292 million (about $10,400), implying a group average net worth of about $9.  Review of the source data showed that literally hundreds of groups had neither saved nor made any loans: in other words they could not be considered VS&L groups.  It became urgent to find out if this was the case.

36 groups were selected from Quelimane and Mocuba.  The selection was random, stratified between rural and small rural trading centre.  Over a period of two days 2 teams set out to interview these groups.  The methodology selected was to cluster groups into units of 3 and to conduct focus-group discussions using the questionnaire in Annex 6.3.  Three such interviews per team were planned for each day.  The focus group discussion questionnaire is not a pure focus group discussion instrument because it also seeks to quantify assets and service use-rates at the level of individual members of the VS&L groups.  The tool is derived from work done in Zimbabwe in 2003.  It is divided into three sections:

· Demand for, and suitability of, financial products

· Assessment of household level impact

· Group meetings and performance

4.2.2 Findings 

The principal finding is that the project achieved its main purpose by creating 1,143 groups, with some 6,050 clients.  The number of groups is about 10% in excess of target, while the number of participants is just about on-target.  It was not possible for us to verify how many groups have gone out of business, but although the number may be considerable we did not find any evidence of this.
   Reference to Annex 6.2 (Performance Summary: Sample and Extrapolation) indicates possible project performance.  This is arrived at by extrapolation of the results of the evaluation field survey to the entire population of groups.  This is a speculative exercise and needs to be approached with considerable reservation, especially since it does not take into account dormant or disbanded groups.  The findings are as follows:

· Savings and Loan Activity.  All groups contacted actually existed and were engaged in savings, with 13 out of the 21 interviewed with active loan portfolios.  Of the 8 that had no active loans, 3 had provided loans in the past and intended to do so in the future.  5 had so far provided no loans.

· Productive Assets:  There had been an average 10% increase in productive assets (if one skewed case is eliminated) and that these were mainly in terms of hoes.  All other productive small assets remained much the same, with a decline in the number of bicycles. The decline in the number of chickens was ascribed to a single individual who had stopped running a chicken rearing enterprise.
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There had been a small decline in the quantity of non-productive assets.  This is indicative of a decline in purchasing power to replace household utensils that break or wear out.  While there was an increase in large household assets, the quantity of the increase (and the base from which they started) were both very small.  All in all the results show that the communities studied are under severe financial stress and while not liquidating productive assets they are increasing only those that are low cost and directly related to production (hoes), while neglecting to replace non-productive items that are lost through wear and tear.  The tentative conclusion is that these are communities that are holding their own, but barely, in the face of a severe three-year drought.  It would be necessary to study a much larger group and also a control in order to see if there are differences between households that participate in VS&L and those that do not.
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· Service Preference:  This was possibly the most important finding of the survey.  It indicated that there was a much stronger preference for services that increased security and asset ownership  than those that increased risk.  The most valued service was savings, followed by mutual support and encouragement and then emergency loans (a form of insurance).  Business loans were fourth in importance and household loans fifth.  This shows a very high level of risk-aversion, which is to be expected in impoverished rural communities during a period of drought.  Because loan obligation to peers is taken extremely seriously lending is approached with caution.  It is clear that most participants see VS&L groups as a form of social insurance and a mechanism for cautious asset accumulation.
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It is useful to stress the importance if this finding.  Most financial services programmes are credit-led and are promoted because it is assumed that the poor can invest their way out of poverty.  It is usually presumed that this is their priority in terms of financial services.  The emerging evidence, however, is that this is much more true of urban and peri-urban full-time entrepreneurs than it is of the rural poor who do not engage in full-time enterprise activity and are much more sensitive and vulnerable to the risks of business failure.  If less than 10% of people in Europe take out business loans but more than 90% have savings accounts it is necessary to ask why the poor in Africa are expected to behave differently.  Their need for financial services is based on having access to lump sums (through savings, loans and insurance products) that allow them to meet predictable and unpredictable costs.  Thus they need a range of flexible and immediately accessible financial services, but services that are based on asset accumulation (which reduce livelihood risks) than liabilities (debts) that increase their risk exposure.  It is clear that in Quelimane and Mocuba there is a strong preference for savings and insurance facilities over credit provision.  These are services that MFIs cannot easily provide at a profit and can never do so in remote rural areas where access is costly and demand for credit depressed.  The VS&L programme appears to be offering the right kind of services in the right place and through appropriate delivery systems.

· Health and Nutrition:  There was a clear impact on health and nutrition.  Most respondents were able to consume more health services (93%) and 59% indicated that their diet had improved.  Those whose diet had not improved, or who had experienced no change, laid the blame on the current drought.
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· Number of Income Generating Activities: There has been a 17% decline in the number of IGAs.  This is attributed to seasonal factors (it is the dry season) and many dormant enterprises are expected to re-start at the time of harvest.  Nonetheless, it was stated that there is little in which to invest, either for production or by way of trade, because there is very little money in the community as a result of a three-year drought in an area dependent on rice.  The only commodity that was everywhere on sale was mango, but those that were available were stunted by low rainfall.
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· Social Capital: Most people felt that their status in the community had improved.  The evidence for this was a perceived increase in respect, mentioned by about half of the respondents, with a quarter mentioning that they were more likely to be consulted as to their opinions than before, with a quarter now on-lending to others.
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Additionally, people participated in a greater number of other group-based activities and there had been a small, but definite, increase in the number of respondents who took up positions of responsibility in those groups.
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These numbers do not include membership in the VS&L Associations, but enthusiasm for these increases need to be tempered by awareness that the number of respondents who participate in other community groups is still less than half the total interviewed and those in positions of leadership represent only about 12% of the total interviewed.

· Intra-household Relationships:  This finding is consistent with findings from surveys in Zimbabwe and Uganda.  The most powerful changes in intra-family relationships occur when members are economically empowered and more active – both men and women.  
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· Uses of Funds:  There are two types of funds: loan funds and funds acquired as personal property at the time of end-of-cycle distribution.  The findings here are tentative because none of the groups visited had shared out their funds and they were asked instead what they intended to do with the funds when they were available.  There is a clear division between loan funds being used exclusively for investment in business stock (there was not a single respondent who intended to invest in fixed assets) and shared-out funds.  Most intend to use shared-out funds for business, but also place emphasis on housing improvements, food and education (this was mentioned more often than is indicated here, in the course of conversation).  The reason for their being fewer responses concerning the use of Loan Funds is that only one primary response was given (and fewer people operated businesses), while 2 responses were permitted to describe the principal uses of shared-out funds.
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· Reasons for Drop-out:  The principal reason given was that people leaving the groups did so mainly because they could not afford to contribute.  This may not be the entire story.  Although we did not gather data on this point, the majority of drop-outs were men, many of whom appear to have lost interest in the system, possibly because the amounts of money available for lending are so small.  Additional research is needed to examine this question further.  It is, however, quite clear that there is a very low level of money in circulation in the rural areas where we concentrated our visits and this may make it simply impossible to make a regular contribution to a group.  Further evidence for this was that a number of groups had temporarily suspended their savings activities until after harvest.  This is very common in Niger, where Mata Masu Dubara (the original VS&L project) operates in areas that have highly seasonal cash-flows.
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4.2.3 Record-keeping

The state of group level records is very poor.  There was, surprisingly, inconsistency between groups in terms of the way records were laid out and kept (varying even by Field Officer), but it was clear that the system used by Kupfuma Ishungu in Zimbabwe was the source.  It was, however, clear that many of the staff did not understand the system and that it had mutated in ways that made portfolio management hard to follow
.  In many cases, where the staff had themselves helped the group to keep records or had trained community volunteers to do so, many of the entries were incorrectly placed or calculated and results were unreliable.  Records of savings were, by and large, well kept, but the systems used for tracking loans were confusing (this is a common problem with VS&L groups).  Many groups had given up and just recorded who owed what on scraps of paper, rather as an aide memoire.  There was no evidence that field staff had ever tried to correct group records.  The result was that in some cases group net worth was less than the sum of the contributions made (while in other cases it was much greater, owing to careful tracking of interest earnings).  The impression was that groups are losing a lot of their potential earnings because they don’t have a consistent system for loan tracking that rolls over current loans month by month and ensures that interest is regularly levied on the balance outstanding.  This is now a standardised system, at work in Zimbabwe, and illustrated in detail in Annex 6.9.  It is particularly suitable for very small groups.  It is extremely urgent that the project standardises on a much simpler record-keeping system.  It is even more urgent that the staff understand it.  

Because the methodology is, to a high degree, self-correcting, the importance of this deficiency should not be over-estimated.  When groups actually observe transactions and are aware of each others’ borrowing, there is little chance of slippage, even if the records are unreliable.  But there was evidence that the lock-box system (where keys are help by group members and not the treasurer) is not respected in all cases and this can easily lead to malfeasance.  It was quite certain, in the case of one group, that theft had taken place, because the treasurer held the keys to the lock-box, but the membership was unaware of this and net worth was less than the sum of savings – despite an active loan portfolio.  A decent system of record keeping (that the members and staff actually understand) and greater stress on procedure are needed to correct this.

4.2.4
Group size

This is a thorny issue.  Group size is critical with respect to operational efficiency. The reason for this is that it takes just as much time to train a small group as a large one, but the available pool of talent is smaller and this leads to a greater investment of time in a smaller group than a larger one.  The usual reasons for small group sizes are that population densities are such that it takes too long for people to assemble in large groups and their social bonds are that much looser.  It is also the case that small groups are appropriate in urban slums, where social capital is at a premium and the level of trust is low.  In rural areas where population densities are medium to high and where kinship and social bonds are strong, larger group size is the norm.  In CARE’s all-Africa VS&L portfolio the average is 20.  But in VS&L in Zambezia (VS&LIZ) the average size of a group is 5.6.  This is a legacy of the project’s visit to Zimbabwe and some general discomfort with larger group sizes amongst the target population (as well as Grameen-style norms created by CRESCE.  But in Nampula’s Ophavela VS&L programme group sizes are about 12-15 and there is no loss of group cohesion, with collateral benefits of a quicker build up of capital to permit moderately large loan sizes; stronger leadership; lower costs and greater caseloads.  It seems to be the case, then, that the VS&LIZ project has maintained high levels of staff efficiency at the cost of group strength and overall technical capacity.  Because the Field Officers have been target driven by the project’s output goals they have compromised on technical support.  The methodology itself compensates for this, but only to a limited degree.  Either the project should have gone for more modest numbers or have opted for larger groups: in either case it would then have been able to improve the quality of group-level operations and follow-up more regularly.  Since there is fairly clear evidence that groups can operate with up to 20-25 members, with no loss of operating quality (and indeed some gains), there is no real reason why a slightly more prescriptive approach to larger group size should not have been used.  Groups were asked about optimal numbers of members and while many respondents indicated comfort at associating in very small numbers, when pressed as to the advantages and disadvantages, agreed that operating at a larger scale presented no real impediment to participation.  It appeared to be a case of satisfaction with a norm that had no compelling justification and is, except in Zimbabwe, unprecedented in any other VS&L programme that CARE implements in Africa.

Conclusion: 
The VS&L system is well-adapted to the environment both economically and culturally, but its full potential will take time to realise, depending as it will on a recovery from the current drought.  

Conclusion:
The basic VS&L system is well-received and, in its basic principles, well-understood and applied.  It is also sustainable without long-term project support.

Conclusion:
It appears to flourish with vigour in trading centres and market places, where capital growth seems to be taking place.  In remote rural areas the amount of capital mobilised and at work is very small (as little as 10% of that mobilised by market-based groups).  Groups appear to perform more of a social capital and social security function than acting as drivers of investment and economic growth.  In small but important ways VS&LIZ is having a useful impact: certainly more so than any MFI could achieve.

Conclusion:
HIV/AIDS awareness is high and relationships with ASOs are mutually positive and useful

Conclusion:
The quality of staff training is poor and the quality of group records is also low.  Only a minority of groups appear to understand the records and make effective use of them to manage their portfolios.  Field staff do not appear to be closely supervised.  

Conclusion:
Staff efficiency is high in terms of caseload but this has the negative effect of decreasing knowledge acquisition by the groups.  Staff visits to groups do not appear to focus on the quality of records and procedure, which vary considerably from group to group.  

Recommendation:
A review of the basic methodology and systems needs to be undertaken and updated in line with current best practice. 

Recommendation:
Increase group sizes to an average of at least 10, especially in Quelimane and Nicoadala

Recommendation:
Staff need retraining in the methodology and need much closer supervision to ensure consistency of approach and high-quality group operations and records maintenance.  A Field Supervisor needs to be employed and the MIS needs to be routinely maintained and used as a management tool.

Recommendation:
Consolidate the work with ASOs and, in particular, focus high quality management attention on developing the pedagogy; revising organisational structures within ASOs and ensuring regular external supervision, to strengthen their capacity to deliver the methodology unaided.  This is particularly relevant to the relationship with Kukumbi, which is very positive.

4.3 
Staff Capacity and Orientation

The staff of the project appear to be committed to their work and enjoy good relationships in the field.  They believe in the effectiveness of the methodology and have achieved very impressive outreach.  But, it appears that they have been very much driven by the project target of reaching 6,000 clients, and, owing to this, have been less attentive to maintaining high quality through follow-up that focuses on technical and procedural issues.  

Conclusion:
The target of 6,000 clients was a minimum requirement of the UNDP at the outset of the project, negotiated down from 10,000, as were the very short timeline and limited budget.  It is unfortunate that the UNDP insisted on the maintenance of these targets without knowing very much at all about the methodology and its normal performance profile, timelines and budgetary requirements.  VS&L programmes that are three years old and operate at this scale can expect to achieve a cost-per-client of $50 - 60.  With a budget of $280,000 this implies about 5,000 clients – over 3 years.  VS&L achieved just over 6,000 clients in 2 years at a cost per client of $38 and it did so because it chose as its primary goal to achieve large numbers in a very short time.  Inevitably, quality suffered.  There was no budget for technical oversight from CARE (which, to some extent, did it anyway - at its own cost), no budget for a Field Supervisor (a critical deficiency) and no budget for periodic external review or maintenance of the MIS.  There was also no staff time to pay much attention to follow-up – a situation exacerbated by the mistake of working with such very small groups.  It is to the credit of CARE that it did as well as it did.  It is, perhaps, necessary for CARE, in the future, to consider if such a tight set of arbitrary restrictions make this sort of initiative worthwhile.
Recommendations:
There are some minimum requirements of HOPE when it takes over the project on December 1st 2005 to address the residual effects of the problems listed.  These are mainly with respect to systems, staff training and management:

· Revise the methodology to permit (and indeed encourage) larger groups, or clusters of small groups, not only for training but supervision and mutual reinforcement.

· Revise the system of record-keeping at the group level.  This will mean halting expansion and retro-fitting the existing groups with new systems.

· Review the role of Community Volunteers (CVs) and increasingly engage them in the job of helping groups to maintain records and report on portfolio quality.  Incentive structures will need to be considered, but the ultimate goal should be to have this done on a fee-for-service basis.  With larger groups this will be affordable.

· Re-train the existing staff in the updated methodology and hire a Supervisor to ensure that the training system and follow-up are implemented (the Supervisor can be selected from existing Field Staff – in this regard it was noted that the FO in Nicoadala had maintained accurate and excellent quality records and might be a good choice).

· Install a new MIS and train staff at all levels (Supervisor, Data Capture Clerk and Field Officers) in its requirements. 

4.4 
ASO Operational Linkages

Linkage to ASOs is one of the best achievements of the project.  All of the groups visited had a high degree of HIV/AIDS awareness, brought to them either by VS&L staff or the staff of Kukumbi, a local multi-sectoral development organisation.  Common to all groups was the following

· Awareness of transmission modes.  Principally heterosexual transmission, contact with contaminated needles (rather unfortunately associated with hospitals) and contact with infected blood (through surgical instruments).  No mention was made of drug-related transmission or homosexual modes, but this is hardly surprising.

· Most groups were aware of VCT facilities and many knew that they offered counselling and other forms of practical support

· All groups knew that prevention could be effected through abstinence, sticking to a single partner or using a condom.

Only one group talked about the linkage between the disease and poverty and none discussed the relationship between the disease and micro-finance as a tool for ameliorating the problem.  Most were aware of CARE’s role in linking the groups to ASOs and said, in all cases, that their knowledge had improved.  There was speculation about the role of mosquitoes in transmission and the ‘responsibility’ of men and women in transmission.  Sexual transmission was seen to be something that came from outside the community, with the main vectors being ‘prostitutes’.  There was reluctance to consider that intra-family transmission was principally the result of male promiscuity.  Despite these limitations, the level of awareness was impressive, especially bearing in mind the degree to which these communities are remote and cut off from day to day contact with centres of knowledge.  Especially impressive was the fact that many communities were Muslim, but open about discussing the disease and its causes.

CARE has forged a strong working linkage with two ASOs, Associao Esperanca (AE) and Kukumbi.  Associao Esperanca is an ASO and works with about 800 infected people throughout the province.  It is headquartered in Quelimane and has two outlying branches in Morrumbala and Milange.  CARE has signed an MoU to train its managers and staff in the VS&L methodology and has convinced AE to test the methodology, with a view to offering the service to a majority of its members.  The relationship is characterised by mutual respect and a clear sense that the competitive advantage of each organisation will leverage advantages for both in terms of their overall goals.  Most clients will be urban based.

The relationship with Kukumbi (a generalist development NGO with a strong emphasis on HIV/AIDS prevention and support) is of longer standing and different to that proposed with AE.  The relationship with VS&LIZ started in 2004 and an MoU was signed in which CARE agreed to mobilise groups for the purpose of savings and credit and also to train community based agents to spread the methodology further.  Kukumbi agreed to coordinate with CARE and work with groups that CARE identified in order to improve knowledge of HIV/AIDS and change attitudes and practices through direct contact and the provision of information materials as well as the promotion of community initiatives.  The Executive Director of Kukumbi was interviewed and he was emphatic that the relationship with VS&LIZ had worked more to his advantage than that of CARE, since, not only did the establishment of these groups provide a ready-made audience for Kukumbi, but the savings and credit activities were highly effective in  ameliorating the effects of the disease on the families of infected individuals.  The Executive Director noted  that, as a result of the relationship with CARE, 345 groups had been reached in Mocuba, 307 in Nicoadala and 298 in Quelimane.  Approximately 5,300 group members had thus received instruction and basic information: effectively 87% coverage.  The Project Logical Framework sought to deliver HIV/AIDS information services to 4,500 clients.  In reaching an estimated 5,300 through this organisation alone the objective has been exceeded by 13%.  An excellent result.

In addition, Kukumbi is now sufficiently convinced of the value of VS&L in its own programme that it intends to start in the coming year directly to train its own groups in the methodology. It expects to receive training from CARE and we advised the Executive Director also to look at Ophavela’s programme in Nampula, which is larger scale and of longer duration.  Kukumbi felt that it ought to use generalist staff to train in the VS&L methodology (which would definitely be a mistake and which CARE should strongly advise against).  Staff who have multiple responsibilities and in any case do not have a financial services background are likely to be comparatively ineffective if they do not specialise.  This is a common theme with modern multi-sectoral programming.  Sometimes it is as if the 1970s and ‘80s had never happened and we are doomed to repeat this mistake of integrated programming in which far too much is done by too few people and most of it badly.  Multi-sectoral programming is a legitimate strategy, so long as there is sectoral excellence in any given endeavour (and not too many sectors are involved).  CARE should strongly recommend that a full-time specialist undertake VS&L in order to ensure discipline and high quality, both in ASOs and with HOPE.  It can offer, then, not only specialised training but the capacity to monitor and interpret results for management.

Conclusion:
CARE has exceeded its goals in terms of the numbers of people reached by ASOs with HIV/AIDS information and by ensuring that the quality and relevance of that information is high.  It has also achieved its goal of getting one large scale ASO to take up the methodology as part of its ongoing programme.  The fact that it has done so with two indicates that intensive management attention and effort was provided to achieve this output.

Recommendation:
CARE should wait to train the ASOs in the VS&L methodology until its own staff have been re-trained.  It should then seek to train a specialist staff person or persons in each organisation and install and help to manage a tailored MIS, based on the template proposed for use in VS&LIZ.

4.5
Social and Economic Impact Measurement

The project did not attempt to achieve this output.  Apart from the establishment of a baseline
 of 55 focus groups and 98 individuals, none of the other activities were attempted.  This is regrettable but not altogether surprising because there was no person on staff able to do this work, except the Project Manager and, more to the point, no meaningful information on impact could reasonably have been generated in the very short timeline.  By the end of the project, the average group was less than one year old. 

It is clear that the project was focussed mainly on achieving two outputs: reaching a large number of clients with financial services and linking them to ASOs.  It did one of these well and one to an acceptable level of quality, bearing in kind the timeline and resource constraints.  It had neither the resources nor the time seriously to address the issue of and conducting follow-up studies, which would, in any case, have been premature.  

4.6
Project Market Knowledge

The project knows its clients well, and even in the very short time the evaluation team was in the field it is clear that there are very significant performance differences between groups that live and work full-time in trading centres and towns and those that live in a quasi-subsistence mode for most of the year.  The difference is striking.  There is, however, no analysis of this phenomenon, nor reliable information, on which to base either management support to the field or planning for expansion.  The first step in this process is to bring the MIS to life.  The Project Manager has made excellent efforts in terms of outreach and facilitating ASO access to its clients, and made an effort in August 2005 to gather data, conduct analysis and propose a future strategy for market development.  

The level of enquiry in the draft for project expansion
 appears to be relevant and straightforward, but the conclusions suggest expansion of activities to include BDS, education, health centre and school construction and address issues related to nutrition etc.  In other words activities that are unrelated to financial services.  The report gives no rationale for the choice of activities: it does not place them in a theoretical framework that explains the decision and does not stick to the narrower question as to how VS&L financial services delivery should, or could be expanded and strengthened and where and in what sequence this ought to be done. As such it is not a plausible strategy for VS&LIZ, because it is only in the area of micro-finance and partnership with ASOs that VS&LIZ has any experience.  

This document was never developed as an expansion plan for VS&LIZ, because it was known that the project would come to an end by December 2005.  But simply to speculate (rather superficially) on general development activities is less likely to lead to new funding than focussing on what VS&LIZ did well: delivering community-managed micro-finance and HIV/AIDS information.  With this in mind, it may be appropriate for the project to conduct a situation analysis using a programme design framework of the sort illustrated in Annex 6.9 when, finally, the question of expansion is raised in the future.  But this should be framed in the    light of current project experience. 

For purposes of clarity the Situation Analysis line of this framework is reproduced on page 24.  Following that is a matrix suggesting a more detailed approach to the analysis.  The operating assumption here is that the planners expect to focus on the project’s competitive advantage (which is community-managed micro-finance) and work in parallel with ASOs.  The design framework asks questions that are relevant to that purpose, in terms of target group characteristics, the nature of the economic environment and the existing mixture of service providers.  

Having said this, the effort was made to late to attract a donor (which was the declared purpose of the exercise in the logical framework).  It became irrelevant when HOPE agreed to take over programme activities.  It may be much more apropos in a year’s time.

4.7
Delivery Channel and Organisational Structure

The organisational structure of VS&LIZ is admirably flat.  Professional staff consist of 6 Field Officers, a Data Capture Clerk and an Administrator.  While a flat organisational structure is to be admired, it should not be so flat that an unreasonable burden of tasks falls on the managers.  Since there was no Field Operations Manager (of, if you will, a Field Officer Supervisor) all supervisory tasks in the field were nominally the PM’s responsibility.  He chose to spend a lot of time on developing a solid relationship with ASOs, and spent less in the field and on staff supervision.  He had to make a choice and it is arguable that it was strategic, since it directly addressed one of the two main purposes of the project: To improve knowledge, attitudes and practice that contribute to reduced rates of HIV/AIDS. It was a deficiency of the design to believe that the PM could adequately carry out these roles and satisfy the two purposes of the project.

Conclusion:
The design of the organisational structure of the project was flawed, placing too much of a burden on the Project Manager (PM) directly to supervise Field Operations, gather market intelligence, forge relationships with ASOs and manage impact information.  He focussed primarily on building a strong working relationship with ASOs (in which he was very successful) but gave insufficient attention to the supervision of community-based field activities.

Recommendation:
The revised project should include, at the least, a Field Operations Manager (FO Supervisor) and engage the attention of a professional M&E manager.  As the project is integrated into HOPE provision must be made for this input.

Programme Design Framework, Situation Analysis
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Situation Analysis/Area Mapping Framework

	Item
	Category of Data 
	Specific Information and/or Source
	Type of Data
	Means of collection
	Who

	Population Density
	Density of population by Zone
	· Government census data

· NGO studies

· University
	· Quantitative
	· Collection of secondary data through direct contact
	· Project Manager

	Levels of Economic Activity and Household Livelihood Security
	Local economic environment
	· Frequency and size of local markets 

· Prevalence of cash crops

· Density of permanent small shops 

· Prevalence of barter

· Inflation rate
	· Quantitative

· Qualitative

· Qualitative

· Qualitative

· Quantitative
	· Observation and mapping

· Observation and mapping

· Observation and mapping

· Observation

· Key informant discussion
	· Field Officer

· Field Officer

· Field Officer

· Field Officer

· Project Manager

	
	Household Livelihood Security
	· Target group economic activities

· Density of primary schools 

· Local Primary school enrolment rate

· Housing quality

· Health service provision

· General quality of health

· Household Assets

· Social capital
	· Qualitative/descriptive

· Quantitative

· Quantitative (%)

· Qualitative

· Qualitative

· Qualitative

· Quantitative

· Qualitative
	· Project data, focus group discussions research

· Government Education Statistics

· Focus group discussion

· Observation and mapping

· Focus Group

· Focus group discussion questionnaire

· Focus group discussion

· Focus group discussion
	· Field Officer

· Field Officer

· Field Officer

· Field Officer

· Field Officer

· Field Officer

· Field Officer

	Infrastructure
	Road quality and provision plus use
	· Road provision in target zone

· Road quality by type

· Public transport facilities

· Frequency of visits by traders to markets
	· Quantitative

· Qualitative

· Qualitative/Quantitative

· Qualitative/Quantitative
	· Mapping

· Observation

· Focus group discussion

· Focus group discussion
	· Project Manager

· Field Officer

· Field Officer

· Field Officer

	Inventory of Services
	Financial Services
	· NGO credit programmes 

· MFIs and banks

· Traditional systems of savings and credit
	· Qualitative/descriptive
	· Secondary data

· Visits to institutions

· Primary data, secondary data 
	· Project manager

· Project manager

· Project Manager and Field Officers


5
Summary of Conclusions and Recommendations

5.1
Group-Level Performance Information: Review of the MIS
Conclusion:
The MIS is corrupted, contains inaccurate data, and is incompatible with the data gathering tools in place.  It appears to have been rarely used as a management tool, but solely for purposes of project reporting and its outputs is unreliable.  This should have been caught much earlier than it was

Recommendation:
Scrap it, install the VSL Associates software, train the staff in data collection and data entry and reconstruct project records in collaboration with HOPE.  Train the new managers in its use as a management tool as well as for reporting purposes

5.2
Group Level Performance Information and Impact on Households: Interviews with Client Groups

Conclusion: 
The overwhelming impression during the field visits was that the VS&L system is well-adapted to the environment both economically and culturally, but that its full potential will take time to realise, depending as it will on a recovery from the current drought.  

Conclusion:
The basic VS&L system is well-received and, in its basic principles, well-understood and applied.

Conclusion:
It appears to flourish with vigour in trading centres and market places, where capital growth seems to be taking place.  In remote rural areas the amount of capital mobilised and at work is very small (as little as 10% of that mobilised by market-based groups).  Groups appear to perform more of a social capital and social security function than acting as drivers of investment and economic growth.  In small but important ways VS&LIZ is having a useful impact: certainly more so than any MFI could achieve. 
Conclusion:
HIV/AIDS awareness is high and relationships with ASOs are mutually positive and useful

Conclusion:
The quality of staff training is poor and the quality of group records is also low.  Only a minority of groups appear to understand the records and make effective use of them to manage their portfolios.  

Conclusion:
Staff efficiency is high in terms of caseload but this has the negative effect of decreasing knowledge acquisition and retention by the groups.  Staff visits to groups do not appear to focus on the quality of records and procedure, which vary considerably from group to group.

Recommendation:
A review of the basic methodology and systems needs to be undertaken and updated in line with current best practice. 

Recommendation:
Increase group sizes to an average of at least 10, especially in Quelimane and Nicoadala

Recommendation:
Staff need retraining in the methodology and need much closer supervision to ensure consistency of approach and high-quality group operations and records maintenance.  A Field Supervisor needs to be employed and the MIS needs to be rigorously maintained and used as a management tool.

Recommendation:
Consolidate the work with ASOs and, in particular, focus high quality management attention on developing the pedagogy, suitable revisions to organisational structure within ASOs and external supervision, to strengthen their capacity to deliver the methodology unaided.  This is particularly relevant to the relationship with Kukumbi, which is very positive.

5.3
Staff Capacity and Orientation
Conclusion:
The target of 6,000 clients was a minimum requirement of the UNDP at the outset of the project, negotiated down from 10,000, as were the very short timeline and limited budget.  It is unfortunate that the UNDP insisted on the maintenance of these targets without knowing very much at all about the methodology and its normal performance profile, timelines and budgetary requirements.  VS&L programmes that are three years old and operate at this scale can expect to achieve a cost-per-client of $50 - 60.  With a budget of $280,000 this implies about 5,000 clients – over 3 years.  VS&L achieved just over 6,000 clients in 2 years at a cost per client of $38 and it did so because it chose as its primary goal to achieve large numbers in a very short time.  Inevitably, quality suffered.  There was no budget for technical oversight from CARE (which, to some extent, did it anyway - at its own cost), no budget for a Field Supervisor (a critical deficiency) and no budget for periodic external review or maintenance of the MIS.  There was also no staff time to pay much attention to follow-up – a situation exacerbated by the mistake of working with such very small groups.  It is to the credit of CARE that it did as well as it did.  It is, perhaps, necessary for CARE, in the future, to consider if such a tight set of arbitrary restrictions make this sort of initiative worthwhile.
Recommendations:
There are some minimum requirements of HOPE when it takes over the project on December 1st 2005 to address the residual effects of the problems listed.  These are mainly with respect to systems, staff training and management:

· Revise the methodology to permit (and indeed encourage) larger groups, or clusters of small groups, not only for training but supervision and mutual reinforcement.

· Revise the system of record-keeping at the group level.  This will mean halting expansion and retro-fitting the existing groups with new systems.

· Review the quality of Community Volunteers and increasingly engage them in the job of helping groups to maintain records and report on portfolio quality.  Incentive structures will need to be considered, but the ultimate goal should be to have this done on a fee-for-service basis.  With larger groups this will be affordable.

· Re-train the existing staff in the new methodology and hire a Supervisor to ensure that the training system and follow-up are implemented (the Supervisor can be selected from existing Field Staff – in this regard it was noted that the FO in Nicoadala had maintained accurate and excellent quality records and might make be a good choice).

· Install a new MIS and train staff at all levels (Supervisor, Data Capture Clerk and Field Officers) in its requirements. 

5.4 ASO Operational Linkage

Conclusion:
CARE has exceeded its goals in terms of the numbers of people reached by ASOs with HIV/AIDS information and ensuring that the quality and relevance of that information is high.  It has also achieved its goal of getting one large scale ASO to take up the methodology as part of its ongoing programme.  The fact that it has done it with two indicates that intensive management attention and effort was provided to achieve this output.

Recommendation:
CARE should wait to train the ASOs in the VS&L methodology until its own staff have been re-trained.  It should then seek to train a specialist staff person or persons in each organisation and install and help to manage a tailored MIS, based on the template proposed for use in VS&LIZ.

5.4
Delivery Channel and Organisational Structure

Conclusion:
The design of the organisational structure of the project was flawed, placing too much of a burden on the PM directly to supervise Field Operations, gather market intelligence, forge relationships with ASOs and manage impact information.

Recommendation:
The revised project should include, at the least, a Field Operations Manager (FO Supervisor) and engage the attention of a professional M&E manager.  As the project is integrated into HOPE provision must be made for this input, either from existing staff within HOPE or externally.

6
Annexes

6.1
Logical Framework

	Narrative Summary
	OVIs
	MoV
	Assumptions

	Goal:

To increase incomes and livelihood security of poor people and decrease the incidence of HIV/AIDS in Zambezia through the provision of appropriate, accessible and effective financial services


	· Increased investment in income generating activities

· Increased asset base

· Improved nutrition

· Improved social status

· Increased consumption of services (education and health)

· Stabilised or decreased incidence of HIV/AIDS amongst target population


	Focus Group Discussions

HLS survey

HIV/AIDS Survey
	(Goal to Supergoal)

That livelihoods are highly vulnerable and that cash-flow management tools available in the form of savings or debt finance leverage large increases in HLS

	Purpose: 

To develop sustainable mass markets for financial service widely available to the rural and urban poor in three Districts of Zambezia Province, with a special emphasis on women between the ages of 18 and 50

To improve knowledge, attitudes and practice that contribute to reduced rates of HIV/AIDS


	· At least 6,000  poor clients regularly access savings and loan services by the end of the project without any further input from CARE

· At least 4,5000 clients demonstrate improved knowledge and skills that reduce their vulnerability to HIV/AIDS


	· Project records of group Activity

· Baseline survey

· Follow-up survey

· Focus group discussions

· Structured interviews
	(Purpose to Goal) 

That cultural dispositions and historically negative experiences with group-based activities do not constitute insuperable barriers to working with VS&L methodologies

That VS&L Products are likely to appeal strongly to women

That increasing income to be derived from VS&L savings and loan activities are sufficient and available to the population most at risk to invest in safer sexual behaviour



	Outputs

5. Up to 1,000 Savings and Loan Groups with a total of at least 6,000 members offer appropriate  savings, credit and insurance services and operate without any external support

6. CARE in Zambezia develops sound market knowledge and develops a plan for expansion of its VS&L programme that is funded

7. Effective linkages developed with ASOs for the delivery of HIV/AIDS support services and messages

8. Economic and social impact monitoring system permits measurement of aggregate economic impact and behavioural change, relative to social status and HIV/AIDS awareness


	1.1 Clients express satisfaction with services offered and are evidently active participants

1.2 At least 50% of clients regularly take out loans

1.3 Repayment rates exceed 98%

1.4 At least 95% of groups continue to function effectively at least 6 months after graduating from the programme.

2.1 Areas of high potential are heavily exploited during the life of the project and similar such areas are identified in adjacent Districts for later exploitation

2.2 Plan for programme expansion is written and submitted to appropriate donor who indicate strong interest in funding

3.1 At least two ASOs provide input to VS&LIZ groups

3.2 At  least one ASO incorporates VS&LIZ’s S&L methodology into its own programme operations, using its own resources

8.1 M&E Plan exists and is followed

8.2 M&E plan includes economic, social and behavioural  measurement systems

8.3 Analysis indicates extent and depth of economic impact, changes in perceived social status and HIV awareness.
	· Focus group discussions and follow-up surveys

· Group records (where used) and project records of group activity

· Market surveys

· Project records of group activity

· Returns to investment analysis

· Project Proposal

· ASO Agreements with VS&LIZ

· Training curriculum and course records

· M&E Plan

· Impact evaluation
	That population densities and the types of IGAs are appropriate to the products available through VS&L approaches.

That ASOs are sufficiently expert and willing to adopt or deliver VS&L services, seeing it relevant to their mission

That regulatory barriers to the large-scale implementation of VS&L services are not created by the GoM




	Activities:

· Recruitment of coordinator
· Procurement
· Study-tour to Zimbabwe
· Recruit Field Officers and Support Staff
· Develop/finalise systems: 
· S&C Policies and procedures

· Group training manual

· M&E approach, methodology and tools
· Area surveys
· Annual Plan & IOPs
· Field Operations start-up
· Village agent recruitment and training
· Village agent start-up
· Internal mid-term review
· Programme and impact evaluation
· Preparation of follow-on proposal

	Inputs:

Requirement:                  $
Personnel              159,291

Operating Exp         53,688

Capital                     65,810

Overhead                18,955

Total                  $ 289,744


	
	(Activity to Output)
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6.2
Performance Summary: Sample and Extrapolation
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6.3
Questionnaire

VS&LIZ  Focus Group Discussion Questionnaire: 

Demand, Suitability & Impact

Name of Interviewer: 


Number of active group members: 


Gender    Male_______    Female______

List of Groups Visited:

Date of Interview:


A
Demand for, and Suitability of, Financial Products

1 How much has each person saved in the present cycle?

	Mbr.
	Amount

	1
	

	2
	

	3
	

	4
	

	5
	

	6
	

	7
	

	8
	

	9
	

	10
	

	11
	

	12
	

	13
	

	14
	

	15
	


Ask each person in sequence left from right.  If the amount is not known, enter ‘n/k’

2 Loan Amount Taken and Purpose

	Mbr.
	Amount
	Purpose

	1
	
	

	2
	
	

	3
	
	

	4
	
	

	5
	
	

	6
	
	

	7
	
	

	8
	
	

	9
	
	

	10
	
	

	11
	
	

	12
	
	

	13
	
	

	14
	
	

	15
	
	


n.b. One line for each member.  If a member has received more than one loan enter their number again for the second loan (and the third etc)

A
Food

B
Medical expenses

C
Clothing

D
Education

E
Home improvement

F
Household items 

G
Business fixed assets

H
Business stock

I
Repayment of debts

J
Festivals/rituals (including birth, marriage, burial)

K
Travel for work

L
Agriculture

M
Other

3 Has the group shared out its funds at the end of the cycle?

	
	Response
	Tick

	A
	Yes
	

	B
	No
	


4
When the group shared (or will share) out its funds at the end of the cycle, how much did you (or will you) receive and what are the two main things that you used (or will use) the money for?

	Mbr.
	Amount
	Purpose
	Purpose

	1
	
	
	

	2
	
	
	

	3
	
	
	

	4
	
	
	

	5
	
	
	

	6
	
	
	

	7
	
	
	

	8
	
	
	

	9
	
	
	

	10
	
	
	

	11
	
	
	

	12
	
	
	

	13
	
	
	

	14
	
	
	

	15
	
	
	

	Share-out Month
	
	


n.b.  This can include groups that have not shared out, but know what they want to do with the share-out.  It can also include multiple responses.  Note: one line for each member

A
Food

B
Medical expenses

C
Clothing

D
Education

E
Home improvement

F
Household items 

G
Business fixed assets

H
Business stock

I
Repayment of debts

J
Festivals/rituals (including birth, marriage, burial)

K
Travel for work

L
Agriculture

M
Other

5
Which service do you find the most useful? 

	Mbr.
	Reason

	1
	

	2
	

	3
	

	4
	

	5
	

	6
	

	7
	

	8
	

	9
	

	10
	

	11
	

	12
	

	13
	

	14
	

	15
	


A
Savings

B
Credit for business

C
Credit for household expenses

D
Support and encouragement from other group members

E
Emergency loans

F
Information on HIV/AIDS

6
What is the thing that you like most about belonging to the group?

	Mbr.
	Reason

	1
	

	2
	

	3
	

	4
	

	5
	

	6
	

	7
	

	8
	

	9
	

	10
	

	11
	

	12
	

	13
	

	14
	

	15
	


A
The opportunity to save for the household

B
The opportunity to save for the business

C
My savings are safe

D
The opportunity to borrow for household expenses

E
The opportunity to borrow for my business

F
The knowledge that I can turn to the group for help if I have a difficulty

G
The sharing of each others’ experience and what I can learn

H
The solidarity and strength I draw from the group

I
The increased respect that I achieve in the community

J
The improvement in household harmony

K
HIV/AIDS information and support

L      Others

7 What do you like least about belonging to the group?

	Mbr.
	Reason

	1
	

	2
	

	3
	

	4
	

	5
	

	6
	

	7
	

	8
	

	9
	

	10
	

	11
	

	12
	

	13
	

	14
	

	15
	


A
Takes up too much of my time

B
I am not confident that my savings are safe

C
I would like to be able to save more frequently

D
Loan sizes are too small

E
Loan duration is too short

F
I can’t get my savings when I need them

G
There are too many disputes

H
Too many loans go to just a few people

I
I don’t really know what happens to my money

J      I don’t really know how much my share of the group is worth

K     Records are complicated and I don’t understand them

L
Other
8
What service does the FO provide to you at this time? 
	Responses

	

	

	

	

	


n.b.  put code letter in order of importance, highest first lowest last.

A
Checks the books

B
Makes sure that procedure is followed 

C
Identifies other TA for the group

D
Encourages the group

E
Provides HIV/AIDS information/materials
B
Household Level Impact
1
Assets Change

	Productive
	Number Now
	Number Pre-project
	Non-Productive
	Number Now
	Number Pre-project

	Hoes
	
	
	Chairs
	
	

	Axes
	
	
	Tables
	
	

	Machetes
	
	
	Beds
	
	

	Cattle
	
	
	Mattresses
	
	

	Goats
	
	
	Cups
	
	

	Sheep
	
	
	Plates
	
	

	Chickens
	
	
	Cooking pots
	
	

	Bicycles
	
	
	Thermos flasks
	
	

	Brewing equipment
	
	
	Umbrellas
	
	

	Well on compound
	
	
	Television
	
	

	Canoes
	
	
	Cassette player
	
	

	Fishing nets
	
	
	VCR
	
	

	Hand carts
	
	
	Motor-cycle
	
	

	Weighing scales
	
	
	Radio
	
	

	Granaries
	
	
	
	
	

	Sewing Machines
	
	
	
	
	


n.b.  Count the total in each asset category (i.e. total number of hoes owned by all the members of the group)

2
In which of the following forms do you save cash? (Number)
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n.b.  Count the total in each savings category

3
Compared to before you joined the group do you find the following more or less affordable:

	Service
	No. More
	No. No Change
	No. Less

	Medical services
	
	
	


n.b.  Count the total in each category

4
Do you eat a greater variety of food than before you joined the group?

	Variety of Food Consumed
	No. of responses

	Eat more varied diet than last year
	

	No change
	

	Eat less varied diet
	


n.b.  Count the total in each category

5
How many household members were not able to attend school owing to financial problems?

	
	Number

	Now
	

	Before joining group
	


n.b.  Count the total in each category

6
Income Generating Activities

	Mbr
	No. Pre-Project
	No. Now

	1
	
	

	2
	
	

	3
	
	

	4
	
	

	5
	
	

	6
	
	

	7
	
	

	8
	
	

	9
	
	

	10
	
	

	11
	
	

	12
	
	

	13
	
	

	14
	
	

	15
	
	


n.b.  Count the total in each category

7
How many other groups do you belong to?

	
	Pre Group
	Now

	1
	
	

	2
	
	

	3
	
	

	4
	
	

	5
	
	

	6
	
	

	7
	
	

	8
	
	

	9
	
	

	10
	
	

	11
	
	

	12
	
	

	13
	
	

	14
	
	

	15
	
	


n.b.  Individual responses

9 How many of you hold the following positions?

	
	Position
	Now
	Pre Group

	1
	Chairperson
	
	

	2
	Secretary
	
	

	3
	Treasurer
	
	

	4
	Committee member
	
	

	5
	Other-(specify)
	
	


n.b.  Individual responses

10 How have relationships changed in the household since you joined the group?

	
	Item
	No.

	1
	Increased harmony between husband and wife
	

	2
	Increased respect from husband/wife
	

	3
	Improved relationships with children
	

	4
	Improved control of money by the wife
	

	5
	Greater decision-making
	

	6
	Greater sharing of household work
	

	7
	Greater sharing of farm work
	

	8
	Plan together
	

	9
	Consulted more by husband/wife
	

	10
	Ownership of assets (specify)
	


11 How has your position or status in the community changed since you joined the group and how does it show itself?

	
	Item
	No.

	1
	Increased respect
	

	2
	Consulted by others
	

	3
	Lend to others
	

	4
	Elected to leadership position in community
	

	5
	Other (Specify)
	

	6
	
	

	7
	
	

	8
	
	

	9
	
	

	10
	
	


C
Group Meetings and Financial Performance

1 How often did the groups meet at the start? (one tick per group)

	Weekly
	
	Fortnightly
	
	Monthly
	


2 How often do the groups meet now?

	Weekly
	
	Fortnightly
	
	Monthly
	


3 If there has been a change, what is the reason?

	
	Reason
	No.

	1
	Meetings take up too much time
	

	2
	Business demands keep us away for long periods
	

	3
	Needed to meet more often to improve repayment and solidarity
	

	4
	
	

	5
	
	

	6
	
	


4 If there has been a change in the number of members, why is this? 

	
	Reason
	No.

	1
	Moved away to another area
	

	2
	Died
	

	3
	Fell sick
	

	4
	Lost interest
	

	5
	Thrown out of group for failing to pay loan
	

	6
	Failed to make minimum savings contribution
	

	7
	Group’s success attracted
	

	8
	Other (specify)
	

	9
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5
Group Level Data

6.4
Data Collection Instrument (for research and for future MIS)
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15 | Dividas





6.5
VS&L Associates MIS: Data Entry Field by Field Officer
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6.6
MIS Data Output Table by Field Officer
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Sample Aggregate % Average Extrapolation
Scale
Association Membership Membership n/a
Total Number of Current Members 118 6,423
Total Number of Men 63 53% 3,429
Total Number of Women 55 4% 2,994
Total Number of Associations 21 1,143
Average Association Membership 5.6
Membership Growth Rate -15%
Attendance Rate 86%
Number of Members Belonging to Graduated Groups
Total Number of People Assisted by the Programme 118 6,423
Financial Performance
Composition of Current Assets & Liabilities Meticais $us
Cash on Hand 28,050,000 37% | 1335714 || 1,526,721,429 | $54,526
Loans Outstanding 47,238,004 63% | 2249429 || 2,571,007,075 | $91,825
Goods
Social Fund
Debts
Net Worth 75,288,004 100% | 3,585,143 || 4,097,818,503 | $146,351
Savings Meticais $us
Cumulative Value of Savings 57,445,000 3,126,649,286 | $111,666
Average Member Savings/Contribution to Date 486,822 $17
Increase in Value of Association Savings 17,843,004 | 31.1% 849,667 971,169,218 $34,685
Loans Quantity. $us
Average Loan Outstanding 1,098,558 $39
Number of Active Loans 43 2.05 2,340
Loans Outstanding per Association 2,249,429 $80
Current Yield $us
Average Net Profit per Member to Date 31% 151,212 $5.40
Annualised Average Net Profit per Member 228,718 $8.17




6.7
Consolidated Programme Performance Sheet

6.8
Original VS&L in Zambezia MIS: Consolidated Group Performance Analysis by Zone/Field Officer

[image: image16.png]VS&L In Zambezia: Consolidated Group Performance Analysis by Zone Field Officer Zone: Asof | November 29, 2005
Input Output
Date of Number of Current Current - Increase in Net Profit | Annualised | Annualised
Creationas| Dateof | Months | \umberof | Numberof | ., ' |Numberof|Face Value| ., ‘o | caghon | Cashin |CashCost||GroupNet| , ..o |\"voiueof |Revenue/| per | Returnon | NetProfit
Name of Group | No. e . Members at | Members at Active | of Active " Social |of Goods in| [ Worthto 2 ” i
saL Visit | Since Stare | VCmoSs | DATRSRE | Group | (TS | C 0TS | Active Hand e ate | LoanSize | Group | Savings |Memberto| Savings | per
Group of Cycle Savings Loans Savings Date (%) | Member
Lucros 1| 03-Jan-04] 03-Jun-04 5 15 17]_1,300,000) 6] 13500000 1.250,000] 200,000 50000 600,000| | 2.200,000] 225,000]  900,000] 69%| 52041 166%| 127,128
Peixe 2 | 04Jan04] 04-Ju-04 B 10 10| 950,000) 7| 1.100,000] 1,100,000] 125,000 150,000 0| [ 1,375,000 157,143 425,000] 45%|  42,500] 90%| 85,234
Cidade 3 | 03Jan04] 15-Apr04 3 22 19]2,000,000) 15] 1,900,000] 1,800,000 200,000  100,000]  750000| | 2,850,000 126,667 850,000 43%| 44,737 151%| 158,533
4 0 0| 0| 0| 0%| 0| 0%| 0
5 0 0| 0| 0| 0%| 0| 0%| 0
6 0 0| 0| 0| 0%| 0| 0%| 0
7 0 0| 0| 0| 0%| 0| 0%| 0
8 0 0| 0| 0| 0%| 0| 0%| 0
9 0 0| 0| 0| 0%| 0| 0%| 0
10 0 0| 0| 0| 0%| 0| 0%| 0
1 0 0| 0| 0| 0%| 0| 0%| 0
12 0 0| 0| 0| 0%| 0| 0%| 0
13 0 0| 0| 0| 0%| 0| 0%| 0
14 0 0| 0| 0| 0%| 0| 0%| 0
15 0 0| 0| 0| 0%| 0| 0%| 0
16 0 0| 0| 0| 0%| 0| 0%| 0
17 0 0| 0| 0| 0%| 0| 0%| 0
18 0 0| 0| 0| 0%| 0| 0%| 0
19 0 0| 0| 0| 0%| 0| 0%| 0
250 0 0| 0| 0| 0%) 0| 0%) 0
Totals. na 7] 46| 4,250,000 28] 4250000 4,150,000] 625,000  00,000] 1,350,000 | 6,425,000] 2,175,000] 6,448,189

Average 4.79] 15.67] 1533 1.416,667] of 1450000 1.383333] 208333 100000] 450,000] | 2.141.667] 169,603  725000] 52%| 46,726 136% 123622

n.b. Column 'W'is hidden and contains formulae that must not be eliminated. There are 250 rows in this template, but only 25 displayed here. Please note that without changes to the spreadsheet, no additional rows can be inserted and none can be removed. If
more than 250 are needed, create a new page, copied from this template. Rows may be hidden if not required. For the sake of security, the spreadsheet should be protected during use to prevent over-writing of formulae.





[image: image23.png]Personnel Profile

Programme Staff 7.00 58%
Project Manager (PM) 1.00 8%
Field Officers 6.00 50%
Other
Other

Support Staff 5.00 42%
Data Capture Clerk(s) 1.00 8%
Driver(s)

Other Administrator 1.00 8%
Other Guards 3.00 25%
Other

Efficiency
Ratio of Field Staff to Total Staff 50%
Caseload: Groups per FO 35
Caseload: Individuals per FO 19.7
Portfolio Utilisation 3%
Total Recurrent Expenditure this Month
Pro-rated Expenditure to date 4,446
Cost per Client Assisted 38
Annualised Cost per Active Client nia
Cost per Unit of Financial Assets nia




6.9
VS&L Programme Design Framework
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� 	It was, for example, vital that field staff recorded the date of their most recent visits to groups in the MIS.  This enabled the programme to estimate the length of time the group was in existence, thus enabling time-series data to be analysed and have meaning.  Instead, the field staff only entered the date of their first visit.


� 	The sample size is simply too small (constrained by the time and manpower resources available for the evaluation).  A larger sample size was not possible because there was no budget line-item for evaluation.  To have been able to conduct field research that could answer these questions with reliability some $20,000 would have been needed.


� 	For example, loans disbursed are on one page, loan repayments of principal on another and interest on a third.  Where part payment is made or a payment is missed it is hard to track.  The original system from Zimbabwe put all this information on one page.


� 	The baseline survey was carried out early in the project and contains useful household level data.  Usually, however, VS&L projects are best advised to use a rolling baseline in which client data is collected from a randomly stratified sample as they are inducted into the programme.  This allows for identification of a non-participant control group and ensures that baseline communities are identified on the basis of actual market growth rather than assumptions about areas of likely demand.


� 	Relatorio Resumo do Inquerito, August 24th 2005, Quelimane


� 	To be clear, this evaluator was mainly responsible for the project design and believes that he gave insufficient attention to this issue.  
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