Evaluation Unit

-~ MIKROFINANZI

N

ﬁ“’ﬁ

Synthesis Report

on the independent evaluations conducted in 2009
in the thematic priority area

Microfinance

Summary

On behalf of

% Federal Ministry
g Z for Economic Cooperation

and Development



{z

Evaluation Unit

Published by:

Deutsche Gesellschaft fir

Technische Zusammenarbeit (GTZ) GmbH
Evaluation Unit

Postfach 5180

65726 Eschborn, Germany
T +4961 96 79-1408

F  +49 61 96 79-801408
E evaluierung@qtz.de

Internet:
www.gtz.de

Prepared on behalf of the Federal Ministry
for Economic Cooperation and Development

Author:
Eva Schmidt

This report was prepared by independent external experts and reflects solely their opinions and assessments.

Eschborn, 18 October 2010

Summary of the Synthesis Report on Microfinance Page 2
Independent Evaluation Programme 2009


mailto:evaluierung@gtz.de�

Evaluation Unit

Synthesis Report on Microfinance

This report is a synthesis of the independent
evaluations of thirteen selected GTZ micro-
finance (MF) projects carried out in 2009. The
evaluated projects, some of which remain on-
going, were implemented between 1992 and
2010. Three interim evaluations, five final
evaluations and five ex-post evaluations were
carried out. Five of the projects were located in
Africa, four in Asia, three in the post-Soviet
countries and one in Latin America. The syn-
thesis focuses on the following aspects
covered by the evaluations:

= the project objectives and activity areas
= assessment according to the DAC criteria

= assessment of cross-cutting development-
policy issues

= the concept of sustainable development

= assessment of professional implementa-
tion, and contract and cooperation man-
agement.

The projects’ overall goals (indirect and highly
aggregated results) focused on developing and
improving financial services, and access to
them. Measures were designed to help safe-
guard income, reduce economic and social
vulnerability and increase long-term productiv-
ity among the respective target groups. It was
envisaged that projects would boost the vol-
ume of savings and credit in rural areas and
structurally weak regions, thus promoting the
local economies and generating positive ef-
fects on income and jobs. In most projects, the
anticipated indirect result was therefore based
on the assumption that the further develop-
ment of financial services would improve local
and regional economic conditions, especially
for micro, small and medium-sized enterprises
(MSMEsSs), leading to an increase in income
and jobs. Depending on the levels of interven-
tion of the measures, the direct results gener-
ally aimed to build more enabling frameworks
for the MF sector, and improve the availability
of financial services. More specifically, this
meant:; At the micro level, project outputs fo-
cused on enabling microfinance institutions
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(MFIs) to broaden their range of financial prod-
ucts and tailor their existing products to client
needs, as well as to develop their overall insti-
tutional capacities. Three projects were spe-
cifically designed to establish such MFls. At
the meso level, some measures focused on
promoting MF associations, and especially on
the formation and professionalisation of appro-
priate services for members. Others focused
on supporting training institutions. At the macro
level, projects delivered training and advisory
services to support partner institutions (central
banks, ministries and supervisory authorities)
in performing their tasks with greater profes-
sionalism and efficiency, and in making frame-
works more conducive. Advisory services were
often provided on regulation and supervision.

Measures at the micro level either played a
flanking role or were designed to comprehen-
sively support selected MF institutions. The
substantial expertise that has accrued in the
MF sector over the last ten to fifteen years, as
manifested for instance in policy papers of the
Consultative Group to Assist the Poor (CGAP)
or the German Federal Ministry for Economic
Cooperation and Development (BMZ), is evi-
dently generating results. The microcredit
movement of the 80s and 90s is gradually
being superseded by a holistic approach de-
signed to support an integrated financial sys-
tem. On the basis of this random sample,
though, it is not possible to say with any cer-
tainty whether the indirect results are actually
being achieved as a consequence. This is
because so far there has been a lack of robust
measurement methods at the international
level (an issue that is currently being debated).
One point of criticism to note is that an insuffi-
cient number of partner institutions possess an
appropriate business plan. This is having an
adverse effect on the sustainable development
of these institutions. Some projects (five out of
thirteen) include measures at the macro level.
This is precisely the level at which the MF sec-
tor in many other countries displays weak-
nesses.
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Of the five DAC criteria relevance, effective-
ness, impact, efficiency and sustainability,
relevance was awarded the best marks,
achieving an average rating of 'good'. The
relevance of ten projects was rated as 'very
good' or 'good'. This is largely due to the fact
that almost all the projects are very closely
aligned with key policy documents and the
Millennium Development Goals. Overall,
framework conditions were also sufficiently
taken into account. This criterion fared less
well in cases where evaluators saw partner
ownership as being inadequate. Factors identi-
fied as being addressed too infrequently in the
context of relevance are the extent to which
the approach is demand-driven, and the exis-
tence of feasibility studies. The choices made
by evaluators with regard to what they saw as
the key criteria for assessment varied widely.
As aresult it is hardly possible to draw any
general conclusions concerning patterns of
success or failure. It appears that the ‘rele-
vance’ rating of projects in the evaluation
phase was never any better than it was esti-
mated to be in the preparatory phase.

The average effectiveness of all thirteen pro-
jects is rated as 'satisfactory'. One project was
considered 'very good'. Overall, the achieve-
ment of objectives was seen as good to very
good where the partners themselves had a
relatively clear idea of what they wished to
achieve through the project. Other important
factors included an enabling project environ-
ment, including elements such as the exis-
tence of a microfinance law before the project
was launched, which exerted a strong regula-
tory effect on the development of the sector.
Also conducive was the existence of an al-
ready highly sophisticated microfinance sector.
Settings of this kind enabled projects to en-
gage with the sector systematically, and oper-
ate on several levels in order to generate re-
sults. By contrast, factors constraining the
achievement of objectives included in one case
a strategy that was poorly adapted to local
circumstances, in conjunction with an assess-
ment of the existing structures that was too
positive. This meant that the MF sector in gen-
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eral, and the local partner institution(s) in par-
ticular, were either not yet able to absorb the
long-term thinking underlying the strategy, or
that there was a basic lack of interest on the
partner side in making the commitment needed
to ensure the success of the project. Further-
more, in some cases implementation could not
take place as planned, partly due to manage-
ment weaknesses. Evaluators also criticised
some projects for misunderstanding and poorly
executing their role. These projects were seen
to be acting more as 'agitators' than as 'facilita-
tors', which then resulted in strong dependen-
cies (for instance in the promotion of associa-
tions).

The impact criterion was awarded an average
rating of 'satisfactory'. This is the most difficult
criterion to evaluate, however, because gener-
ally speaking the analyses (inevitably) remain
highly speculative. For those projects sub-
jected to an interim evaluation (which were
therefore still ongoing), all evaluators exercised
extreme caution when inferring possible indi-
rect results, given the short period for which
the projects have been operating. In one case,
the annual survey of selected data on lending
and household behaviour in the project did
allow more systematic assumptions to be
drawn concerning impact. Here it emerged that
improvements in the socioeconomic situation
of the target group had taken place, particularly
with respect to housing. In the case of those
projects subjected to a final evaluation, a simi-
larly systematic impact evaluation in one suc-
cessful project established that lending to re-
cipient groups was primarily helping the bene-
ficiaries overcome liquidity crises. (These re-
sults largely match those of current studies that
attach key importance to microfinance for fi-
nancial management by poor sections of the
population.) For those projects evaluated ex
post, the overall rating of '3.4' was below aver-
age. Several evaluators took the view that the
desired stimulation of job and income creation
had failed to materialise (see the comments
above concerning the methodological chal-
lenges involved in making inferences of this
kind).
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The efficiency of projects received an average
rating of 'satisfactory’, with more than half the
projects being rated as good to very good. This
was due largely to lean project structures, the
avoidance of duplicate structures and close
alignment with the efforts of the partner institu-
tions. The weak points with respect to effi-
ciency are still poor donor harmonisation, and
the low importance attached to sustainable
structures and financial viability on the partner
side in many projects. The key factor for suc-
cess was trained personnel. Several evalua-
tors took the view that projects were tending to
rely a great deal on their own experts, which
meant that too little emphasis was being
placed on local capacity development.

The average sustainability of all projects was
rated as 'satisfactory'. The sustainability of four
projects were rated as 'good'. This was due to
the strong momentum present in the respective
countries, which had a positive effect on the
projects. This was manifested for instance by
the existence of key institutions, or by the rele-
vant actors taking vigorous action to drive their
project forward. The situations of the projects
rated as 'medium’ varied widely. It was noted
that the promotion of associations was poorly
underpinned. This was because at the time of
the evaluation many associations were not in
themselves financially viable, given their status
as inter-institutional organisations of private
MFIs (a challenge faced by associations
worldwide). In those projects receiving a poor
sustainability rating, factors included inappro-
priate design and poor attention to target-group
needs.
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A synopsis of all criteria shows that the com-
paratively high relevance of some projects at
project launch subsequently appeared to be
confirmed only in those cases where country
conditions were already relatively conducive.
These included more enabling sector frame-
works, and an above-average commitment of
partner institutions. At the same time, project
implementation was efficient in most of these
cases. For at least half the projects, however,
ratings for the remaining criteria tended to dip.
This meant that where relevance had not been
carefully examined (at the beginning of the
measure), this led to inadequate results in
terms of effectiveness, impact and sustainabil-
ity. Since the criteria are interdependent,
though, this is hardly surprising: poor appraisal
of a project's relevance before it is launched
will have a negative effect on the project de-
sign, and therefore on project effectiveness
and impact. During implementation this often
leads to a deterioration in efficiency, the overall
outcome of which is an accumulation of nega-
tive effects on project sustainability.

The synthesis of the evaluations shows that
the majority of projects found it difficult to inte-
grate the three cross-cutting issues of poverty
reduction, gender equality and capacity devel-
opment. This is most clearly indicated by the
fact that the reports generally contain only
highly sporadic information on these points.
Many evaluators only rarely established any
links or drew any conclusions concerning pos-
sible results in the three areas, especially with
regard to poverty and gender. Here too, as
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with the criterion 'impact’, most of the informa-
tion is based on suppositions. Possible devel-
opment trends are described, but no figures,
data or facts are mentioned. This is usually
due to a lack of available monitoring data in the
various projects. Having said that, we can draw
the following conclusions:

Poverty reduction: Apart from two exceptions,
all projects were assigned the marker MSA
(indirect influence on poverty reduction). There
were neither poverty analyses nor differenti-
ated target group analyses. Here too we note
that no easily manageable methods of meas-
urement were used. On the basis of their re-
sults, some evaluators doubted whether MF
can reach the truly poor, thus confirming recent
research findings.

Gender equality: Only very few projects made
their indicators gender-sensitive, and accord-
ing to the evaluations not a single gender
analysis was carried out. It is striking that, not-
withstanding the reorientation of this cross-
cutting theme, promoting women's interests
continues to be seen as the primary contribu-
tion to gender equality, despite the fact that
women are already involved in MF in above-
average numbers, in virtually all the projects
investigated.

Capacity development: This is rarely a problem
at the level of individuals, as the persons re-
ceiving training were in most cases motivated
to do so. At the institutional level, managerial
capacity is a weak point. At the level of society,
results were only generated in those cases
where measures were conducted at the macro
level (regulation, supervision). Overall, this
theme too faces the problem of a lack of
measurement methods in the projects them-
selves.

The three dimensions of the concept of sus-
tainable development are barely mentioned at
all in the reports. What little information is
available indicates that the aspiration to
achieve a holistic approach is relatively con-
crete. As a result this has been partially real-
ised in a few projects, especially those that link
several levels. Significantly less emphasis is
placed on linking economic, social and eco-
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logical objectives. Success in implementing the
value-oriented approach was limited: where
results were achieved this tended to involve
promoting good corporate governance or the
development of a market economy. The most
challenging issue was the process-oriented
approach, especially where projects aimed to
make stakeholder interests transparent. On the
other hand, most projects helped strengthen
interaction between the state and the private
sector. The synthesis indicates that operation-
alising the concept of sustainable development
remains a challenge. In other words, projects
have barely any tools at their disposal that
would enable them to satisfy the requirements.

The quality of professional implementation and
contract and cooperation management was
assessed according to six aspects:

= Donor coordination was a major problem.
Furthermore, 'joined-up development co-
operation' is evidently not yet taking place
to the necessary degree, either because
coordination is not yet sufficient, or be-
cause there is barely any cooperation at
all. In some cases such cooperation did
not appear appropriate to the responsible
project officers. This was because in their
view the major differences between the ar-
eas of intervention left no scope for syn-
ergy. Where GTZ performed a coordinat-
ing role this was seen as helpful. Generally
speaking, though, implementation of the
Paris Declaration still has a long way to go.
In reality, the division of labour between
GTZ and KfW is seen as appropriate, and
was implemented with great success in
one project. This also had a demonstrably
positive effect on the overall outcome.

= Concerning the multi-level approach, it is
too early to draw any conclusions concern-
ing an improvement in the desired results
overall. This is due first of all to the fact
that monitoring systems are only rarely in
place. Secondly, appropriate methods are
not sufficiently used to carry out reliable
measurements. Results at the meso level
were weak in almost all projects. In the
course of the projects, the supported as-
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sociations and training institutions only
rarely succeeded in developing an institu-
tionally and financially sustainable profile
of their own that could safeguard their
long-term existence in their respective set-
tings. By contrast, at the macro level good
results were achieved in most cases. This
can notably be explained by the basic
structures and human resources in place,
as well as the high level of interest among
partners.

= Use of funds/steering: The key success
factor for an appropriate steering structure
was suitably qualified personnel. More
managerial expertise is required, however.

= Relationship between field structures and
Head Office/ division of labour: The GTZ
sector division at Head Office was rarely
involved in project implementation in an
advisory capacity. In several projects, the
fact that innovative insights were not
communicated to field staff proved to be a
drawback. The question therefore arises of
whether the demand model currently in
force (in which Head Office responds to
requests for expertise issued by the field
structures) is sufficient to meet the com-
plex knowledge requirements.

= Project structure/ components versus FSD

programmes: The number of examples is
too small to allow any final conclusions to
be drawn. However, the synthesis did
show that in complex programmes com-
prising many different components, these
components tend to operate separately
and barely cooperate with each other.

The recommendations drawn up on the basis
of the synthesis concern the three core areas
of project appraisal, implementation and
evaluation:

Appraisal: This crucial phase should be redes-
igned. The project and its context should be
appraised much more comprehensively, so
that the factors relevant to the development of
the project design can then be assessed and
defined more precisely. Partner countries and
partner institutions must have a clearly recog-
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nisable interest in the supported changes, and
actually be dependent on the cooperation and
support. Project designs must be developed
that are optimally suited to the project context.
These must be based on an analysis and as-
sessment of both the economic situation and
the cultural, ethnological and social setting.
Should the appraisal establish that the needed
conditions are not in place, then planning must
be discontinued. In future, if required planners
should rely more heavily on the macro level;
they should rely on the meso level only in
cases where there is already significant mo-
mentum in the desired direction. Stronger em-
phasis should be placed on appraising the
relevance of projects in light of the actual con-
ditions on the ground.

Implementation: In future, a poverty analysis
should be made an integral component of the
aforementioned comprehensive preliminary
appraisal. The gender approach, which in the
evaluated projects remains focused on promot-
ing women's interests, should be reconceptual-
ised. This is because in day-to-day project
activities, the challenge of achieving 'gender
equality' is evidently much greater than hitherto
assumed. A more sophisticated approach is
required, and an analysis of the context should
be integrated into the aforementioned ap-
praisal. Baseline studies and the systematic
establishment of professional results-based
monitoring systems must be made obligatory.
The approaches selected must be consistent
across various projects. Relevant sector
strategies and papers, and the recommenda-
tions made by project progress reviews, must
be applied. The synthesis also recommends
the assignment of appropriate experts as the
key mode of delivery, the provision of reliable
methods for measuring results, and profes-
sional donor coordination.

Evaluation: Information on the recommenda-
tions for evaluation emerging from the Evalua-
tion Unit's synthesis is available on request.
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Annex 1: Rating of all OECD/DAC Criteria and Overall Rating of the 13 projects
in the Microfinance sector

Country

1. Mozambique

N

. Tadijikistan

3. Ukraine

4. China

Overall

Relevance | Effectiveness Efficiency | Sustainability Rating

I

)]

. Indonesia

6. DRC

~

. Mongolia

8. Namibia

9. Africa (re-
gional)

10. Bolivia

11. Mauritania

12. Moldova

13. Thailand

Average
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