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I. INTRODUCTION 

The year 2000 began with a new strategy for A1 Majmoua reflected in the institution's Business 
Plan issued in February 2000'. The Business Plan was developed based on two meetings that took 
place at the end of 1999: The Laqlouq Summit involving A1 Majmoua's management team and 
the Byblos Strategic Planning Meeting in December 1999 involving all staff. 

New expansion targets were set for a three years period and a new strategy was developed for the 
delivery of group and individual lending services at a national level. By the end of the year 2002, 
Al Majmoua projects to have 10,528 active clients. Group and individual lending will represent 
an almost equal share of that portfolio with 5,120 and 5,408 clients respectively. 

Between January and June 2000, in line with its Business Plan, A1 Majmoua introduced several 
changes to its operational strategy, setting the basis for an accelerated growth: 

A revised Group Lending product (GL) was launched at the end of March 2000. 
Access to Individual Lending (IL) was expanded to all long-term GGLS clients once they 
reach their 6" cycle. An exception was made to the North until July 2000. 

The branch model was reviewed and a new branch was identified in B o j  El Barajneh. 
Group and individual lending operations were consolidated within one department managed 
by a newly appointed Operations Director. 

To support this effort, A1 Majmoua contracted several international consultants over the last six 
months. The consultants worked with A1 Majmoua's team to review the design of the institution's 
branch model, financial products and redefine its growth strategy. 

As a result of the change in the Group Lending product and the introductionofIndividual 
Lending in all areas of operations the number of A1 Majmoua's clients is growing again. At the 
end of June 2000 A1 Majmoua counts a total of 3,549 clients. Both new and old clients are joining 
and the feedback has been very positive: " it was worth the wait!" said many, also characterizing 
the financial services offered by the institution as now being "attractive and flexible:,. 

The following report reviews A1 Majmoua's progress in terms of institutional development and 
microfinance operations under the USAID grant HNE-A-00-97-00063 for the period from 
January 1 to June 30,2000. 

11. INSTITUTIONAL DEVELOPMENT 

I- Organizational Structure2 

As of January 31,2000, A1 Majmoua's operations were restructured within a new department, the 
Operations department. It includes three sections: 
0 Implementation: responsible for Group Lending and Individual Lending operations. 

Market exploration: responsible for the establishment and opening of new branches. 
Product support: responsible for providing technical support to the other two sections of the 
Operations department. 

' A1 Maimoua Business Plan: 2000-2002. 
Annex 2: Organogram 



The former Research and Development team was reorganized under the hvo sections of Market 
Exploration and Product Support to allow for increased staff focus and efficiency. 

The shift of Individual Lending operations to the Implementation section will be gradual over the 
coming three years, in parallel with the opening of new branches in each area of operations. Area 
Supervisors will gradually become Branch Supervisors responsible for a team of Credit Agents 
and Credit Analysts. 

2- Governance 

Youssef Fawaz, President of the Board, joined A1 Majmoua in April 2000 as a full-time Director 
of the Operations department. A new President will be elected in July 2000. The Business Plan 
was submitted to  the Board in February 2000 and approved. 

3- Human Resources 

New Staff Twelve staff were recmited over the last six months for the Operations, Finance and 
Management Information System (MIS) departments as detailed below. 

Operations Department: 
Operations Director. 
Five Credit Analysts: two in Hay El Sellum, one in B o j  El Barajneh, one in Sabra and 
Shatila and one in the North. 

One Branch Supervisor in B o j  el Barajneh. 
One Field Supervisor for the Individual Lending product. 
One Collection Officer. 

Finance Department: 
A Finance Comptroller and an Accountant were recruited between April and May. 
The former Finance Comptroller was shifted to a newly opened position, Institutional System 
Development, responsible for branch and system design in coordination with the Finance, 
MIS and Operations departments. 

MIS Department: 
A System Administrator was recruited. 

A Bonus Svsrem for Area Supervisors was developed reflecting their new responsibilities. Starting 
in October-November 2000, Area Supervisors will be responsible for all financial products in 
their areas. The bonus, calculated every three months, will include: increase in portfolio 
outstanding, average number of clients and average portfolio at risk. 

The bonus scheme for Credit Agents was also revised to include both a monthly bonus and a six- 
month bonus based on the target achieved. Credit Agents will also be rewarded for each client 
leaving Group Lending to join Individual Lending services. The bonus is conditional upon 
maintaining a portfolio at risk below 5%. 

The staff perfirmanee appraisal svstem for Credit Agents, Credit Analysts and Area Supervisors 
was reviewed. Staff are now appraised twice a year, in line with their targets and bonus system. 



4- Branch Network 

A new branch was identified and decorated in Bo rj el Barajneh. In June 2000, a consultant from a 
Lebanese Bank was recruited to establish administrative and operational procedures forthe 
branch. Operations in B o j  El Barajneh will start in August 2000, allowing A1 Majmoua to test its 
new branch model, including its financial product mix, staff structure and training, distribution of 
responsibilities among staff at the branch and head ofice levels, operational procedures, 
marketing and MIS. 

In Hay El Sellum A1 Majmoua continues to pilot test Individual Lending through the branch to a 
wide clientele of women and men microentrepreneurs. At the end of June 2000, 122 clients are 
serviced through this branch. 

5- Procedures 

A1 Majmoua's delinquency management policies and procedures were revised and finalized with 
the support of an international consultant. 

A Credit Assessment Manual was also developed in English and Arabic for Credit Analysts 
working on the Individual Lending product. The manual serves as a guide in assessing and 
following-up on Individual Lending clients. All staff working on the Individual Lending product 
were trained on the use of the manual. The Group Lending manual is also being modified to 
reflect the recent changes introduced by A1 Majmoua in this financial product. 

6- Audit 

KPMG started in June a grant compliance and financial audit of A1 Majmoua. A report will be 
submitted to Save the Children by August 2000. 

7- Development of a Management Information System (MIS) . 

Based on a revised work-plan developed with the support of Richard Zegarra, an international 
consultant specializing in MIS for microfinance operations, the MIS project will extend until 
March 2001. Meanwhile, an interim Management Information System (MIS) was put in place by 
the System Analyst while waiting for the new system to be finalized. 

Through the development of a new MIS, A1 Majmoua gained insight into its future operational 
strategy and products' structure as well as first-hand experience in the development of an MIS 
system for microfinance operations. 



Ill. MICROFINANCE OPERATIONS 

A1 Majmoua's client portfolio has increased since December 1999, triggered by the revision of 
the institution's Group Lending strategy and the expansion of Individual Lending services at a 
national level to all long-term clients. A1 Majmoua's sustainability has also been growing as well 
as staff efficiency. At the end of June each Credit Agent manage an average portfolio of 187 
clients instead of 176 in January. Delinquency in the North was also reducedthanks to staff 
training and intensive follow-up with clients. 

Kev Institutional Indicators for GL andIL sentices 

1- Group Lending 

Total Active clients 
Amount of loans outstanding 
Delinquency rate . 
Operating- 
Financial self-sufficiency 

At the beginning of March, a General Community Meeting was held in each area of operations to 
introduce the revised Group Lending product. Feedback was very positive with new and ex- 
clients joining A1 Majmoua. Flyers were also distributed widely to promote the new Group 
Lending product. 

The changes in A1 Majmoua's group lending methodology were motivated by client 
dissatisfaction with the Group Guaranteed Lending and Savings product (GGLS). A survey was 
in fact conducted among the institution's Credit Agents during 1999. It showed that clients 
wanted group lending under different terms. The main source of complaint has been: the short 
loan term, the large group size, by-monthly repayments and compulsory by-weekly meetings. In 
March 2000, A1 Majmoua modified its Group Lending product offering each client the option to 
apply for a four-month loan or a six-month loan and to make repayments on a by-weekly or 
monthly basis. The minimum group size was also reduced to five. Loans s t a t  at USD200 or 
USD300, depending on the client's wishes and increase by USDlOO every cycle up to USD 
1,300. Group savings are no longer mandatory, the decision has been left to the group. The 
product was therefore renamed as Group Lending (GL). 

* The snsta~nabililyfgures for Dec. represent the averagefgures for the last quarter of 1999. This is in 
order 10 eliminate end ofyear accounting discrepancies. 

End of Dec. 99 
2,791 
$ 894,323.8 
2.03% 
74.22% * 
56.22 % * 

On June 30. 2000 AIMaimoua counted: 

End of June 2000 
3,549 
$1,479,428.78 
1.73% 
104.24% 
76.42% 

Active GL Clients: 3,159 
GL Credit Analysts: 12 
GL Loans outstanding: $1,049,168.78 

A repavment tracking plan was developed for the new Group Lending product. The plan assigns 
on a quarterly basis one credit agent to follow-up on repayments with the bank.. The Credit Agent 
reports to the Area Supervisor on a weekly basis. The system operates on a rotating basis among 
all Credit Agents within a region. A1 Majmoua is also testing an on-line repayment tracking 
system with Bank Audi in Beirut. 



2- Eid Loans 

Between December 1999 and January 2000 a total of 794 Eid Loans were issued. The loans were 
a big success among clients with demand for repeated seasonal fast cash loans throughout the 
year. 

3- lndividual Lending 

During the last six months access to Individual lending was expanded in the Bekaa, the South, 
Saida and Beirut to all Group Lending clients above their 6' cycle. An exception was made to the 
North until July 2000 to finalize delinquency control measures and staff training for that area. A 
total of 262 individual loans were issued during the reporting period. The loan size ranges from a 
$500 minimum to a $5000 maximum. 

On June 30. 2000 A1 Maimoua counted: 
Active IL clients: 390 
IL Credit Analysts: 7 
IL Loans outstanding: $430,260 

4- Geographical Expansion 

Four new areas were entered: Ghazieh (near Saida), Abbassiyeh and Bidias (near Tyre) and Tarik 
el Jadidah (near the Palestinian camp of Sabra and Shatila). Al Majmoua is also identifying new 
areas to be entered in the liberated South. A preliminary observation trip was undertaken in June 
and several areas have been selected, located between Naqoura and Eint El Jbeil. Promotion has 
started and the first General Community Meeting will be held in Bint El Jbeil early August. A1 
Majmoua is also looking at possibilities in the Nabatiyeh district. 

, . 
IV. TRAININGS, MEETINGS AND COORDINATION 

I- Staff Development 

Staff training has been intensive over the last few months to orient all staff to A1 Majmoua's new 
operational strategy. The following workshops were held: 

New GGLS Training Workshou, March 3. 2000: to train staff on the new group lending 
methodology. This also included a training session on the General Community Meeting Speech 
required to be given by all Credit Agents in their respective areas of operations. New GGLS 
forms for loan renewal were also introduced to staff. 

Conceutual Trainine for LL and GL staff Mav 15-1 6: to discuss cost, risk management and 
communication skills. 

Institutional Culture Workshop, June 9: with Sue Gibson. The focus was on discussing working 
and personal values and linking these with the institution's mission. 



New Credit Assessment Module train in^, June 13-14 and 21: It was attended by all staff working 
on the individual lending product as well as Area Supervisors. The implementation of the module 
started on June 23. 

GL Traininn fir all Credit Analvsts began on June 26 to give them a good understanding of the 
mother program. The training involved attending a one-day workshop and field observation. 

Computer Training was conducted for Credit Analysts working in the branch by the MIS 
Administrator. 

2- Consultancy 

Four international microfinance Consultants visited A1 Majmoua over the last six months: Jill 
Bumett, Sue Gibson, Joanna Ledgerwood and Joaquim Vincze. They provided support in 
operational strategy, business plan development, financial product design, institutional culture 
and branch model design. 

3- Banks 

Relations with Fransabank have been problematic, given their inappropriate treatment of clients 
and staff in all areas and their slow processing of back-office operations. A1 Majmoua will test 
transactions with Bank Audi. Starting on July 17, all Beirut clients will make their repayments at 
any Bank Audi branch in the city. 

4- World Bank 

in April, A1 Majmoua finalized the national administration of the ~ e b a i i o n ~ u e s t i o ~ a i r e  for the 
World Bank survey of microfinance programs in the Middle East and North Africa region. A 
questionnaire was sent to all microfinance institutions in Lebanon inquiring about their 
operations, objectives and needs. The results of the survey will be published by the Wodd Bank 
in the coming months. 
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