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	Session: Coach’s Role during Mobilization Phase


	Sector(s):
	
	CED

	Competency:
	
	Develop understanding of economic and organizational development principles and practices.

	Training Package:
	
	Savings-led Microfinance: Savings and Loan Associations

	Terminal Learning Objective:
	
	By the end of the Savings-led Microfinance training package, participants will be able to facilitate the implementation and management of Savings and Loan Associations in their own communities using Peace Corps’ Savings and Loan Association methodology.

	
	
	

	
	
	

	Session Rationale: 
	
	This session will prepare participants to serve as coaches for the mobilization phase of Savings and Loan Associations.

	Target Audience: 
	
	Peace Corps trainees in PST; Peace Corps Volunteers and work partners in IST; whether in a stand-alone CED Project, or in a program where CED development is a cross-cutting theme.

	Trainer Expertise:
	
	Knowledge of Saving and Loan Associations, principles and methodologies; programs included but not limited to Village Savings and Loan Associations (VSLA), Community Banks, and savings clubs.

	Time: 
	
	120 minutes

	Prerequisites: 
	
	Session: Introduction to Savings and Loan Associations and the Simulation

	Version:
	
	Oct-2012

	Contributing Posts:
	
	PC/Ecuador
PC/Guinea



	Session: Coach’s Role during Mobilization Phase

	Date: 
	Time: 
	Trainer(s): 

	Trainer preparation:
1. The term “community group” is used throughout the session. It means the Volunteer and his/her work partner(s).

2. Review session plan. 
3. Familiarize yourself with all handouts and trainer materials. 
4. Prepare a set of Handout 2 for each small group. Cut up on slips of paper, mix up the tasks and put in an envelope with one envelope for each small group of two or three people
5. Prepare flip charts in Trainer Material 1. 
6. Prepare Chart of Phases of Support—Blank Sheet

. Draw the chart with the columns and rows but leave it blank. Participants will fill in the headings and contents during the session.Trainer Material 2: 
Materials:
· Equipment
1. flip chart 
2. markers
3. tape
· Handouts
Handout 1: Coach’s Schedule
Handout 2: Coach’s Tasks (one set per small group)

Handout 3: Mobilization Meeting Agendas
Handout 4: Preparing for Mobilization
· Trainer Materials
Trainer Material 1: Flip charts
Trainer Material 2: Chart of Phases of Support—Blank Sheet
Trainer Material 3: Chart of Phases of Support—Answer Sheet


	Session Learning Objective(s): 

1. In a large group, participants will identify and sequence all the steps/activities in each phase of the coach’s calendar.

2. In small groups, participants will summarize the key content of one of the meeting/training sessions and offer one tip to their colleagues to prepare for this session.

3. In a round robin, participants will demonstrate the facilitation of at least five frequently asked questions about Savings and Loan Associations.
4. After developing an action plan for the mobilization phase of their community bank, community teams will deliver a one minute commercial about Savings and Loan Associations. 


	Training Package Knowledge, Skills and Attitudes (KSAs): 
· Community mobilization (S)

· Facilitation (S)

· Trust that the poor can save (A)

· Coaching (S)

· Have confidence that community members can do it themselves (A)

· Conduct a well-run meeting (S)

· Secret Ballot Election Procedure (K)

· Savings and Loan Association Constitution (K)

· Facilitate discussion of group rules and membership (S)

· Meeting procedures (K)

· Train community members to run meetings (S)

· Assigned seating arrangement (K)

· Savings and Loan Association record keeping system (K)

· Train community members on record keeping (S)

· Conflict resolution (S)

· Use Health check to monitor (S)

· Analyze banking data (S)

· Create Report using banking data (S)

· Use data to determine where Associations need technical support (S)

· Train members to share out (S)

· Train members to do self-assessment (S)


	Phase / Time /
Materials
	Instructional Sequence

	Motivation

20 minutes
flip chart markers

Trainer Material 1: Flip Chart 1—Effective Qualities of a Coach
	The Role of a Coach
Participants will consider the tasks and roles of a coach, what it takes to be an effective coach and what skills they would like to work on. It also serves as a review of what has been covered to this point in the workshop.

1. Welcome participants back to the workshop.
2. Review the main parts participants have learned about Savings and Loan Associations and how they work. They have:
· Experienced what it is like to be a participant in a Savings and Loan Association through the simulation;
· Observed an actual Savings and Loan Association during the field trip. 
Post Adaptation: 
Include only if you were able to take a field trip.
3. In this session we are going to focus on the role of a coach, including the following points:

· What is your role as a coach?
· What you need to do to help people start and manage a bank in your community.
4. Remind participants that during the simulation, they experienced all the training that a Savings and Loan Association member would go through. Thinking back on that experience, ask participants to partner with their neighbor and discuss, “What are the characteristics of an effective coach?” Give participants five minutes.
5. Bring the group back together and ask participants to share some of their responses and discuss their answers. Write them on flip chart. Take five minutes for this discussion.
Note: 
Possible responses: 
· Being a leader

· Knowing the SLA methodology

· Being trustworthy

· Being responsible

· Patient

· Good at explaining things simply

· Gives good examples

· Asks questions that make participants think

· Lets participants figure things out for themselves
· Dynamic

· Fair
6. Using Trainer Material 1: Flip Chart 1, reinforce the following ideas even if they have been brought up by the participants. Some effective qualities of a coach are:
· Dynamic: The coach must have enough energy and enthusiasm to transfer it to the group.

· Fair: The coach must ensure that all the members understand that they all have the same responsibilities, the same voice and the same rights, and feel that they are treated the same in the training.

· Trustworthy: It is very important that the coach gives security and credibility to the group.

7. Ask participants to think about this list of qualities and skills. Say, “If you are like most people, you have some of these skills but may want to strengthen some of the skills on this list.” 
8. Say, “Think about yourself as a coach of a Savings and Loan Association. What qualities and skills on this list do you have? Which qualities and skills do you want to develop? Choose two. How will you develop those skills?” They can write these down if they like. 
9. Explain that this exercise is for personal reflection. They do not need to share with the large group. But they can think about what they want to develop in themselves as we continue with the training.

 

	Information

40 minutes
Trainer Material 2: Chart of Phases of Support—Blank Sheet
Handout 1: Coach’s Schedule
Handout 2: Coach’s Tasks
Trainer Material 3: Chart of Phases of Support—Answer Sheet
Trainer Material 1: Flip Chart 2—Meeting Agenda Team Assignments
Handout 3: Mobilization Meeting Agendas
Trainer Material 3: Chart of Phases of Support—Answer Sheet
	Coach’s Schedule and What to do at Each Step

Participants will review all the things they need to do to mobilize and train, monitor and graduate a Savings and Loan Association, and will begin planning their mobilization strategy for when they return to their communities.

1. Post Trainer Material 2: Chart of Phases of Support—Blank Sheet.
2. In a large group, ask participants to name the four phases of a coach’s activities and write these as headings on Trainer Material 2.
Note: 
Answers: Mobilization, Training, Supervision & Monitoring, Share Out/Action Audit

3. Explain that we are going to look at the Coach’s Schedule for each of the four phases. 
4. Divide the participants into their community teams (Volunteer and community partners).
5. Pass out one copy of Handout 1: Coach’s Schedule and a set of Handout 2: Coach’s Tasks (cut up in an envelope) to each small group. 
6. Ask participants to work in their small groups. First they should spread the pieces of paper with the coach’s task and time commitments (Handout 2) on the table in front of them. Then ask them to look at the tasks and put them in chronological order to create a schedule. When the group agrees on the order, they should place or handwrite each task in order in the appropriate column of the Coach’s Schedule (Handout 1). Then assign a time commitment for each phase on the Coach’s Schedule. 
Note: 
Each piece in Handout 2 is either a task or time frequency 
7. Bring the group back together. Post Trainer Material 3 and ask the groups to review the completed chart in Trainer Material 3. Groups should check their work. Answer any questions about the schedule or time commitment.
Note: 
This activity assesses Learning Objective 1.
8. Explain that we are going to go through the schedule now. Each small group is going to review a meeting or Training Agenda for each task on the schedule. 
9. Ask participants to count off 1-2-3 in order to form three teams. 
10. Ask the 1s to form a team. 2s to form a team, and 3s to form a team.
11. Post Trainer Material 1: Flip Chart 2—Meeting Agenda Team Assignments.
12. Pass out Handout 3: Mobilization Meeting Agendas to Teams 1, 2, and 3 with one copy of the assigned meeting agenda to each member of that team.

13. Ask each team to read the agenda in the Reference Guide together, and in just four sentences, prepare to summarize what is covered in that session or meeting for the rest of their colleagues AND provide one tip or piece of advice to their colleagues that could help them prepare for this meeting/session.
14. Ask each group to present in just four sentences their meeting/training session. Groups should present in the order in which they appear on the coach’s schedule.
Note: 
1) The purpose of this activity is to help people practice presenting information clearly to a large group and to become familiar with the contents of the Reference Guide. 
2) This activity assesses Learning Objective 2.
15. Ask participants what questions they have after each presentation.
16. Explain that developing a Savings and Loan Association generally takes 8-9 months. In some cases it takes less time, as it depends on the capacity of the group and the coach and the length of the banking cycle selected by the group. 
17. Explain that although the Association meets once a week, the coach does not attend every meeting. Ask participants if they recall how often the coach attends meetings in each of the phases. Refer to Trainer Material 3. 

Note: 
Possible Responses: Mobilization Phase – 2-4 meetings; Training Phase – once a week; Supervision and Monitoring – 1 per month; Share Out/Action Audit – last meeting. 

	Practice 
30 minutes
flip chart markers
	That’s a Good Question

Participants will consider what questions participants might have about Savings and Loan Associations and practice answering those questions. 
1. Explain that an important part of the coach’s role is to encourage people to ask questions about Savings and Loan Associations and be able to answer those questions. 
2. Explain that the preliminary meetings are important because they promote discussion about the program and address people’s questions and concerns. At the end of these meetings, the potential members will decide to join or not. 
Say, “It is a big commitment for people to make. It requires a lot of trust and personal investment of time and money. So as coaches we need to be able to answer people’s questions.” 
For example explain that when people first hear about Savings and Loan Associations they often expect instant access to credit. Can people instantly get loans/credit? 
Note: 
Possible Responses: people get access to credit after four weeks of savings, and can access no more than 3 times the value of their savings. 
3. Ask the community groups to confer with each other, and come up with five questions that they think people will ask them. Ask each member of the group to write down these five questions. Each person will need these five questions written down for the next step.

4. Now ask participants to mingle. They are going to walk around the room and talk to other coaches in the room. They are going to ask five people at least one question from their list. And they will answer at least one question on each of those people’s lists. Allow 15 minutes.
5. When they have finished five rounds of questions, ask people to take their seats again.
6. Debrief the exercise. Ask participants the following questions: 
· How did that go? 
· How did you feel about answering people’s questions about Savings and Loan Associations? 
· What was the hardest question for you to answer? 
· Did you ask the same question of a couple of different people? 
· Did you hear an answer that you particularly liked? What was it? 
· What do you realize that you need to work on? Discuss.
Note: 
This activity assesses Learning Objective 3. 
7. Ask, “What questions do you have?” Clarify questions that the participants have.
8. 

	Application

30 minutes

Handout 4: Preparing for Mobilization
	What’s the Plan?

Participants will think about the mobilization meetings and who should be invited to attend them in their community. Then they will create an action plan to use to get started when they return home.

1. Explain to participants that they know, as the coach, it’s necessary to carry out between two and four preliminary meetings to: 

· Promote the Savings and Loan Association program.
· Answer any questions the potential members might have.
· Explain the role of the coach. 
These preliminary meetings should be at community level and include the following: 
· local and government officials;
· community leaders;
· people interested in potentially starting a Savings and Loan Association, as well as their families
2. Pass out Handout 4: Preparing for Mobilization.
3. Ask participants and their community partners to take a few minutes to think about who they will need to meet with (community leaders, officials, and potentially interested members) for the informational meetings. Where will they meet? When? Ask them to make note of their strategies and action plan on Handout 4.
4. Next, say that at the beginning, “selling” the idea of starting a Savings and Loan Association is perhaps the most essential work of a coach, as it is a new concept for most communities. 
5. Ask each team to come up with a one minute commercial for Savings and Loan Associations in which they explain what Savings and Loan Associations are and the benefits to joining. Give participants five minutes to prepare. 
6. Ask each team to give their one minute pitch. Keep track of time.
Note: 
This activity assesses Learning Objective 4. 

	Assessment


	Learning Objective 1: Assessed in Information when participants place the tasks and activities in the Four Phases of Mobilization table.
Learning Objective 2: Assessed in Information when participants summarize the meeting agenda.
Learning Objective 3: Assessed in Practice when participants practice answering the FAQs.
Learning Objective 4: Assessed in Application when participants give their one minute pitch to the large group.

	Trainer Notes for Future Improvement
	Date & Trainer Name: [What went well? What would you do differently? Did you need more/less time for certain activities?]


Resources: 
· Allen, Hugh and Mark Staehle, Village Savings and Loan Associations Field Officer Guide, Version 1, March 2009.
· Peace Corps/Ecuador, Programa de Ahorro Y Credito, Manual de Trabajo, Primera Edicion, 2006.
· M0095 Peace Corps Savings and Loan Associations: Reference Guide

	Handout 1: Coach’s Schedule


	Phase
	Time Commitment
	Task

	Mobilization Phase

(2-3 weeks)
	
	

	Training Phase 

(Three Months)
	
	

	Monitoring Phase 

(Three Months)
	
	

	Action Audit & Graduation Phase 

(Two Months)
	
	


	Handout 2: Coach’s Tasks


	Meeting with local leaders & government officials

	Informational meetings with community members



	Meeting with potential & newly formed groups


	Leadership & elections

	Emergency fund, share purchase and credit policies

	Development of the group constitution


	First-share purchase/savings meeting


	First loan disbursement meeting


	First loan repayment
	Health check



	Monitoring


	Share-out/action audit & graduation



	2-4 meetings


	Weekly

	Twice during first month, once a month for last two months


	Last meeting


	Handout 3: Mobilization Meeting Agendas


Team 1: Meeting/s with Local Leaders and Government Officials

Sample agenda

· Introductions

· Introduce the project and implementing organization (if there is one)
· Present the project purpose and goals: to build the capacity of community groups to be able to mobilize savings, use their savings to start a loan fund to make loans to the members, and create an emergency fund to assist members experiencing emergencies

· Explain how the Association works:

· 15-30 members form an Association. They elect a management committee and set group rules. They save each week. The funds are deposited in a secure cash box with three locks. There are three key holders. Each one has the key to a different lock and a box keeper holds the box. As a result, it requires four people to open the box. The box normally does not include much money, as it is lent out. At the end of 9-12 months, the members share the money, including dividends – profit on the savings that comes from service charges on loans and from fines. 
Savings and Loan Associations:

· Provide the opportunity to borrow flexibly as members need and earn profits on their savings. Very poor people will find Savings and Loan Associations meet most of their needs for savings and credit because there are not high minimum deposit requirements, hidden charges, complicated procedures, or difficulty in accessing loans. 
· Are convenient — members decide the meeting location, resulting in little to no transportation costs.

· Assist members in case of death, disease, or natural disaster with the emergency fund. Local moneylenders may not be willing to provide this service to the poorest.

· Help build members’ self-respect, self-reliance, and self-confidence.

· Millions of poor people are successfully managing their Savings and Loan Associations around the world. More than 90 percent of Savings and Loan Associations succeed and remain together for several years or more.

· Savings and Loan Associations are taught to manage their own activities over a cycle of nine months to one year. 
· A coach will attend most of the Association’s meetings to train and assist them. After the first cycle, the Association manages its own affairs. The members become bankers in their own right.

· The coach promises the following to the community: 
· Reliability 

· Integrity

· What is needed from the government and community leaders? 

· Permission for the coach to work in the area

· Mobilization of the community to attend a public meeting, at which the Savings and Loan Association methodology will be explained and community groups invited to participate

· Feedback – take questions and ask for feedback.

· Next Steps – Make sure someone is given the responsibility to arrange a public meeting and set a date at which the coach can meet with the community. Depending on the country, the public meeting may bring together 50-100 potential members in addition to local leaders, including religious leaders and prominent local business people who can spread the word. 
Team 2: Informational Meetings with Community Members at Large

Note: 
There will be many questions. The goal of this meeting is to generate interest in the program.
Sample Agenda 

· The coaches introduce themselves, and introduce the organization.

· The purpose of this meeting is to introduce Savings and Loan Associations. The purpose is to create a community-managed Savings and Loan Association that belongs to their members.

· If appropriate, share a story about a typical Savings and Loan Association to illustrate and serve as a reference during the meeting. 
Post Adaptation: 
Adapt the following story to the local context.
Story of a Savings and Loan Association

In the community of Silverado, a group of 30 women want to change their lives! They’ve heard about Savings and Loan Associations and how they provide a safe place to save, small loans for businesses, as well as member insurance, called an emergency fund. The women know and trust each other and decide to start a Savings and Loan Association of their own. But how will they get started?

They know a woman from a neighboring community who has been a member of a successful Savings and Loan Association for many years. She agrees to coach them so they can be bankers in their own right, but she says they must be committed and disciplined. The coach says, “The first thing you need to do is purchase your banking kit.” She gives them a list of all the items they need for their kit. The women take a look at the list. It will cost them about $30 to purchase all the items. They decide that each member will contribute $1 toward the kit. They get the passbooks printed and purchase pens, pencils, a stamp and inkpad, notebooks, and a calculator from the local stationary store. Another member arranges to have her nephew, who is a welder, make them a cash box with three locks. Now they have everything they need to start their training! 
At the first training, the women think about how much they want to save each week. No one in the Association has a lot of money, so they agree it needs to be an amount that everyone can afford. They agree that each member can afford to bring $1 per week as savings, for a total of $4 per month. Even the poorest woman in the Association agrees that she can bring $1 a week. And if they have more money, they can save up to $5 each week! 
Their coach explains that they need to decide how long the banking cycle will be. 
A member raises her hand. “What is a banking cycle?” 
The coach says, “It is the length of time that the Association will save, make loans, and collect all of its money back to share with its members.” 
The coach says, “In my Association we decided that we would have a nine-month cycle and end the cycle in time to pay school fees.” 
The women think about when they will need that money. They know that each year they need a lump sum of money for the big festival in December, so they set their banking cycle for nine months, just in time for the festival. That way, all of the loans will be repaid and they will receive their share out in time for the festival. 
A woman raised her hand. “Will we get all of our savings back at the end of the cycle?” 
The coach said, “Yes. At the end of the cycle, the members share the money. In my bank we had $2,500 in the cash box at the end of 48 weeks. Each member had contributed $48 in savings but got back $86 at the end of the cycle! We call this ‘share out.’”

“Wow! Where did the extra money come from?” one woman asked.

“The extra money came from service charges on loans, fines for breaking group rules, and group income-generating activities. As you can see, running a bank can be very profitable. 
The woman nodded excitedly. “Knowing that I will share in the profit, motivates me to save even more!”

“That’s right!” The coach said, “And the more you save, the faster the loan fund grows. That makes it possible for more members to take loans, which means more service charges. All of that money comes back to you at the end of the banking cycle.” 
This was exciting to hear! The women were eager to get started.

The next thing the Association needed to do was come up with a name. The members wanted to choose a name that is inspiring. After considering many possibilities, one of the women said, “How about ‘Prosperity Bank?’” Everyone loved the name! 

Then the coach shared some stories about her own bank. “My bank is very successful now, but in the beginning we struggled because we didn’t create clear rules and follow them. We lacked discipline.” 
The women of Prosperity Bank decided they wanted to do things correctly from the start and discussed carefully what rules they needed to keep their bank disciplined and on track. They decided to write the rules in a constitution and make a copy to keep in their cash box so they can refer to it anytime they need to make an important decision. 
Then a woman asked, “What about members who can’t read? How will they know the rules?” 
They thought about this and decided that each member would be responsible for memorizing one of the rules, and for the first several meetings they would begin the meeting by having each member recite her rule. That way they all will all learn the rules easily. And when new members join, they will get a sponsor from the Association who will help them to learn the rules. 
The coach said, “You are doing a great job so far! Now it is time to elect a management committee to help the Association conduct meetings and manage the savings and loan transactions.” She explained that their management committee will have five members: a chairperson to lead the meetings, a secretary to take notes and keep records, a Box keeper to keep the box between meetings, and two money counters to count the money.

The Association discussed the qualities that each member of the management committee would need. They agreed that the chairperson needs to be a natural leader who can help resolve conflicts, while the secretary needs to be well-organized and write well. The box keeper needs to live in a secure house and come from a family that is very trustworthy and honorable. Finally, the money counters need to be able to count well. 
Once the women decided on these qualities, they nominated the best three candidates for each position and held a secret ballot election. Now they had a strong management committee!

A timid woman looked puzzled. The coach noticed her and asked if she had a question. The coach said, “Don’t be shy if you have questions. This is YOUR Association. You own it and so you should get all your questions answered.” 
This encouraged the woman to speak. Then she asked, “Why does the cash box have three locks?” 
Another woman smiled and said, “I had the same question, but was afraid to ask!” 
The coach explained that each lock has a different key. In addition to the management committee members that they just elected, they will also select three members from their Association to be key holders. Each key holder will hold a key for one of the locks. The box keeper keeps the box between meetings. Then the coach asked, “How many people are needed to open the box?” 
Several women shouted, “Four!” 
The coach said, “Right! Four people – the box keeper and the three key holders. This keeps the money more secure. But most of the time there isn’t much money in the box between meetings because it is being loaned to the members. And when money is loaned out, it is earning more money in the form of service charges. And that’s a good thing because it means that there will be more profit for the members to share at the end of the cycle.”

The women nodded and agreed that this was a good way to keep money safe.

Another woman raised her hand to ask a question. What do you think she wants to ask?

The talking points to cover during this meeting are:

· This is not a government program

· Explain how the Association works:

· 15-30 members form an Association. 
· They elect a management committee, and set group rules. 
· They save each week. 
· The funds are deposited in a secure cash box with three locks. 
· There are three key holders. Each one has the key to a different lock. 
· A box keeper holds the box so it requires four people to open the box. 
· The box normally does not include much money since it is being lent out. 
· At the end of 9-12 months, the members share the money, including dividends – profit on the savings that comes from service charges on loans and from fines. 
· The Association can then decide to begin a new bank cycle. 
· All of the funds used to provide loans to members come from the money that members save. There are no external funds for loans.
· The size of the Association must be not less than 10 members and not more than 25 to start, although in the future it can grow to 30.
· Associations will need to select their own members.
· Associations will need to assemble a kit that includes a cash box with three locks and other items needed to run a Savings and Loan Association. [Bring a sample kit to show them with a sample budget for the kit.]
· The cash box has three locks – each with a different key and held by a different member of the Association. The box is kept by a fourth person. This box cannot be opened between weekly meetings.
· Savings and Loan Association members will be taught to save regularly, to take loans from that savings, and to share out the savings and profits each year according to each person’s contributions.

· The coach is only there to teach them the system. Members will manage their banking activities themselves, and the coach will never:

· Handle the Association’s money

· Write in the Association’s records

· Take the cash-box away

· Ask for a loan

· Ask for a gift

· The coach provides training and ongoing coaching for an entire bank cycle, which lasts 9-12 months. After this, the Savings and Loan Association graduates and continues to operate without any more help. The coach will continue to be available for advice and support if the Association wants additional support.

· The members of the proposed Association choose where and when meetings are to be held.

Next Steps: 
· The coach then tells the assembly that he or she will return to the community at an agreed upon time to see if people are interested and will then make training arrangements. Those who are interested must form groups of 10-25 members before the next meeting. Community members should talk to each other and reach out to others to form a group. The coach stresses the following before closing the meeting:

· Members must know and trust each other

· Leaders are not elected until after training begins

· Take note of the interested individuals at this introductory meeting. Announce the next meeting for those interested. At that meeting see how many from your original list came. Add newcomers. 

Team 3: Meeting with potential and newly formed Savings and Loan Association

This meeting is only attended by people who are interested in joining a Savings and Loan Association, and who have already gathered in groups of 10 to 25 people who know and trust each other.

Sample agenda

After welcoming everyone to the meeting, the coach describes the basic features of a Savings and Loan Association:

· A Savings and Loan Association is created so people can save, borrow, and start an insurance fund (called an emergency fund).

· Members are self-selected and the Savings and Loan Association is managed by its members.

· Every Association has a written constitution with clear rules.

· The members set rules about the share purchase amount and the service charge on loans. 

· Some rules, such as the need for annual elections, are already included in the constitution because this has been shown to be important.

· Every Association has a management committee, which is democratically elected and changed every year.

· The management committee handles the banking transactions for the Association.

· Members must attend all meetings and buy at least one share each meeting.

· The share price is determined by the Association.

· Fines for being late or missing meetings are determined by the Association.

· The Association allows all members to buy between 1-5 shares each week. (This allows flexibility but simplifies recordkeeping.) 

· Members can withdraw their savings at each weekly meeting, if desired.

· The money collected from the purchase of shares is used to provide small loans to members, which are repaid over a period of not more than three months.

· Loans cannot be more than three times the value of the members’ shares. (This does not include shares that the member has withdrawn.)

· All borrowers have to pay a service charge on their loans, at a percentage rate decided by the Association.

· There is an emergency fund from which members can receive small grants or interest-free loans for emergencies.

· All of the Association’s cash is kept in a box with three locks, and the keys are kept by three different members of the Association who are not part of the management committee. (Members must have a contingency plan in case a key holder is sick or out of town or can’t come to a meeting.)

· The box can only be opened during meetings, so all transactions are done in front of all of the members.

· Record-keeping is based on simple passbooks and memorization of important information, such as the amount of cash in the box, who owes money to the emergency fund, and fines.

· Each member has a passbook in which their savings and loans are recorded

· The passbooks are locked in the box between meetings to prevent anyone from changing the entries.

· The members decide on a period for operation of the Savings and Loan Association before they share out their profits. This is called a cycle and is usually 9-12 months. 
 

· At the end of each cycle, all loans are repaid, and all savings and profits are distributed to members according to the number of shares they have purchased.

· The Association is responsible for getting a cash box and the supplies in it before training can begin. 
· The training and coaching period is 36 weeks (nine months). After this period, the Savings and Loan Association continues to operate independently without any external support.

· During the training period, the Savings and Loan Association will meet weekly and the coach will visit 15 times.

· Once the Savings and Loan Association becomes independent, the coach will only attend meetings if requested by the members.

The coach explains that there are seven training modules:
1. Leaders and Elections
2. Emergency Fund, Share-purchase and Credit Policies
3. Development of Constitution
4. First Savings Meeting
5. First Loan Meeting
6. First Loan Repayment
7. Share-out, Action Audit, and Graduation
Members must be aware of the qualities that are needed in a member. The coach reviews the qualities of a good member, suggesting that anyone who is not able to meet these standards should probably not join. 

Good members will:

· Know each other and be from a similar economic background.

· Not live too far from where the meetings will be held.

· Have a reputation for honesty and reliability.

· Be able to attend all meetings.

· Attend all meetings on time.

· Follow all rules.

· Have a cooperative personality. Someone who is known to create conflict should probably not join.

· Be able to buy at least one share each week.

· Be able to repay loans on time.

· Not have family members as a fellow Association member. Only one member from the same household is allowed. It is better if members from the same household join different Savings and Loan Associations, which prevents domination of the bank by one family.
Next Steps: 
The coach and the new group arrange a time and a place for the first training. 
The new group gets a list of items they need to acquire for the kit prior to the first training.

	Handout 4: Preparing for Mobilization


	Who Will We Meet With?
	Where Will We Meet?
	When?
	Notes




	Trainer Material 1: Flip charts


Flip chart 1: Effective Qualities of a Coach


Flip chart2: Meeting Agenda Team Assignments

	Mobilization Meeting
	

	Meeting/s with Local Leaders and Government Officials
	Team 1

	Informational Meeting with Community members at large
	Team 2

	Meeting with potential and newly formed Savings and Loan Association
	Team 3


	Trainer Material 2: Chart of Phases of Support – Blank Sheet


	Phase
	Time Commitment
	Task

	
	
	

	
	
	

	
	
	

	
	
	


	Trainer Material 3: Chart of Phases of Support – Answer Sheet


	Phase
	Time Commitment
	Task

	Mobilization
(2-3 weeks)
	2-4 meetings
	· Meeting with local leaders & government officials
· Informational meetings with community members

· Meeting with potential & newly formed groups


	Training
(Three Months)
	Weekly
	· Leadership & elections
· Emergency fund, share purchase and credit policies
· Development of the group constitution
· First-share purchase/savings meeting

· First loan disbursement meeting
· First loan repayment

	Monitoring
(Three Months)
	Twice during first month, once a month for last two months
	· Health check

· Monitoring


	Action Audit & Graduation 

(Two Months)

	Last meeting
	· Share-out/action audit & graduation



Effective Qualities of a Coach





Dynamic: The coach must have enough energy and enthusiasm to transfer it to the group.


Democratic: The coach must ensure that all the members understand that they all have the same responsibilities, the same voice and the same rights, and feel that they are treated the same in the training.


Trustworthy: It is very important that the coach gives security and credibility to the group.











� Allen, Hugh and Mark Staehle, Village Savings and Loan Associations Field Officer Guide, Version 1, March 2009, with mild adaptation, p.10


� Allen, Hugh and Mark Staehle, Village Savings and Loan Associations Field Officer Guide, Version 1, March 2009, with mild adaptation


� Allen, Hugh and Mark Staehle, Village Savings and Loan Associations Field Officer Guide, Version 1, March 2009, with mild adaptation


� In Peru, Peace Corps Volunteers have had successful bank cycles for time periods ranging from 4-12 months. They encourage pilot programs that are short (usually 4-6 months) and coincide with major holidays. This brief trial eases any doubts and ensures member commitment to a longer bank period of usually one year.


� Allen, Hugh and Mark Staehle, Village Savings and Loan Associations Field Officer Guide, Version 1, March 2009, with mild adaptation
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