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Agenda 

• What is Social Performance Management (SPM), 
and why is it important?  

• What are the Universal Standards for Social 
Performance Management?  

• How can I assess my organization’s SPM? 

• What resources are available to help me improve? 



Schedule 

9:00 to 9:15 Welcome and Overview of Training 
9:15 to 10:30 Introduction  to SPM 
10:30 to 11:00 Break 
11:00 to 12:30 The Universal Standards for SPM 
12:30 to 13:30 Lunch 
13:30 to 15:00 The Universal Standards for SPM (con.) and 

the SPI4 social audit tool 
15:00 to 15:30 Action planning 
15:30 to 16:00 Break 
16:00 to 16:45 Important Resources 
16:45 to 17:00 Final Questions and Wrap up 



Photos credit: Fonkoze, Haiti 



Key definitions 

 
 

 
Social performance: the effective translation of an   
institution’s mission into practice in line with accepted      
social values. 
 
 

 
 

 

 
 Social performance management (SPM): the 
 implementation of management practices that 
 translate the institution’s social mission into practice. 

 
 

 

 
 Responsible inclusive finance: the provision of 
 financial services in a way that protects the interests of 
 clients and protects the mission and sustainability of 
 the institution. 

 
 



What is balanced  
social performance management? 
  
 

Financial 

Performance 

Social 

Performance 

Financial 
Performance 

Social 
Performance 



Case Study Video: Contactar 



• Higher client retention 

With strong SPM, institutions are more likely to 
achieve their social goals. 

• Improved client outcomes 

• Fewer loan defaults 

• Improved reputation 

• Better data for decision making 

• Lower employee turnover  

Potential benefits of strong social performance 
management 



Risks of poor social performance management 
(SPM) 

Without SPM, an institution is unlikely to achieve 
its social goals 

• Harming clients 

• Bad reputation à trouble attracting / keeping 
clients  

• Trouble attracting investment  
• Low demand for products  
• High staff turnover 



Activity 1, Part 1 of 2 

Make a list of each of your 
organization’s top challenges. 
 
(10 minutes) 
 



Common Operational Challenges  
    

•  High PAR 
 
•  High default rates 

•  High client exit 

•  Lack of growth in client numbers  

•  Lack of growth in demand of products 



Common Operational Challenges 
(continued)   

 
 
 

•  Rising competition levels 
 
•  Over-indebtedness  

•  Low client satisfaction 

•  Staff turnover 
 
•  Ineffective institutional governance 



Activity 1, Part 2 of 2 

Discussion: How can SPM help your 
institution address these 
challenges? 



Case Study Video: UGAFODE 



How can you generate buy-in for SPM 
at your institution? 

 



Generate buy-in for SPM at all levels 

   It is imperative to have buy-in from all levels   
   of the organization:   

•  Board members 
•  CEO  
•  Senior management 
•  Branch managers 
•  Field staff 



Generate buy-in by showing how SPM 
supports what the institution cares about 

Pitching SPM to board and management: 
•  Provide an overview of social strategy  
 
•  Explain how SPM could help meet these social goals 
 
•  Show how SPM can help overcome organizational 

challenges and improve financial performance 

•  Show how SPM can help institution comply with 
local regulation or national Codes of Conduct. 



True or False? 



Q. Social performance management is not 
relevant to institutions that seek to make a 
profit.  
 
 
 

A. False.  
 
SPM is a set of management practices 
that create a sustainable, client-
centered organization. A balanced 
approach allows the institution to pursue 
financial goals while also benefitting clients.   
 
   
 
 
 



Q. Improving social performance management 
could potentially help your institution lower 
PAR and reduce client exit.  
 
 
 

A. True.  
 

Improving SPM means creating a more 
client-centered business, which has 
several organizational benefits, such as 
reducing client over-indebtedness and 
boosting client satisfaction.  
 
 
 



Q. Institutions require a lot of resources to 
begin improving social performance 
management.  
 
 
 

A. False.  
 
Institutions can begin improving social 
performance management, even if they have 
limited resources.  
 
   
 
 
 



Q. You should start generating buy-in for 
social performance management at the field 
staff level.  
 
 A. False.  
 
While it is important to generate buy-in for 
SPM at all levels of an institution, it is best to 
start at the board and senior management 
level.  
   
 
 
 



A pathway to better practice 

•  Learn—Read the Universal Standards Manual 

•  Assess—Use the SPI4 to conduct a social audit 

•  Plan—Create an action plan; prioritize gaps to address 

•  Implement—Improve practices prioritized in the 
action plan 

•  Report—Demonstrate your results to internal or 
external stakeholders. 

1. 
Learn 

2. 
Assess 

3. 
Plan 

4. 
Implement 

5. 
Report 



Learn about-  
the Universal Standards for SPM 

1. 
Learn 

2. 
Assess 

3. 
Plan 

4. 
Implement 

5. 
Report 



What are the Universal Standards for 
Social Performance Management and 
how are they related to SPM? 

The Universal Standards bring together 
ALL of the best practices in SPM in ONE 
comprehensive manual—to clarify and 
standardize social performance 
management. 
 
 



By and for people in the field 

The Universal Standards were created by financial 
institutions, networks, investors and other stakeholders 
around the world, who identified the need and worked 
together to create a common resource. 



To whom do the Universal Standards apply? 

The Universal Standards are a resource for financial 
institutions seeking to achieve social goals. The 
Universal Standards do not dictate what a financial 
institution’s goals should be, but help identify the 
best way to achieve them. 



How can various stakeholders use the 
Universal Standards? 

Financial service providers—learning, self-
evaluation, and roadmap for improved practice  
Investors—learning, due diligence / monitoring 
Networks/associations—learning, teaching, 
providing TA to members 
Raters and auditors—harmonize tools 
 
 



Case Study Video: Investors use the 
Universal Standards 



Comprehensi
ve manual of 
best practices 

By and for 
people in the 
field 

Resource for 
achieving 
social goals 

Credibility 
for 
institutions 
and industry 

Realistic 
implementati
on process 



 
 
There are 19 
standards, 
organized 
into six 
dimensions. 
 
They 
incorporate 
learning 
from many 
initiatives in 
our sector. 
 
 
 



Hierarchy within the Universal Standards 

The six main categories of management activity by 
which the manual is organized. 

19 broad statements about what the financial 
institutions should achieve. 

Descriptions of the 85 policies and 
operational practices that are 
necessary to achieve the standards. 

Essential 
Practices 

Standards 

Dimensions 



Integration of Smart Campaign client 
protection certification standards into 
the Universal Standards for SPM 

Dimension 1: 0 

Dimension 2:  3 standards 

30 client 
protection 
standards 

Dimension 3:  3 standards 

Dimension 4: 21 standards 

Dimension 5: 0 

Dimension 6: 3 standards 



Activity 2: 
Match each standard to its 
dimension 
 
(15 minutes) 



Dimension 1 



Standard 
1b- The institution collects, reports, and ensures the accuracy of 
client-level data related to the institution’s social goals.  

Essential Practices 
	  
1b.1	  The	  institution	  collects	  data	  for	  each	  of	  its	  social	  goals	  and	  the	  
MIX	  social	  performance	  indicators.	  
	  
1b.2	  The	  institution	  has	  protocols	  for	  the	  collection,	  quality	  control,	  
analysis,	  and	  reporting	  of	  social	  performance	  data.	  	  
	  
1b.3	  The	  institution	  ensures	  the	  quality	  of	  the	  data	  collected	  by	  
validating	  its	  data	  and	  training	  its	  employees	  on	  data	  collection	  and	  
entry.	  	  
	  



Example for 1b:  
Microloan Foundation Malawi 
 
•  Collects social performance data - poverty, 

food security, reasons for exit, client complaints 
•  Has data management protocols for the PPI: 

�  Trained employees on why the PPI is useful and how 
to use it 

�  Employees practiced using the tool with real clients 
�  Wrote manual with clear data collection procedures 
�  Managers spot-check data entries 

•  Staff are incentivized on accurate data collection 
and entry. 



Dimension 4 



Standard 

4d- Privacy	  of	  Client	  Data	  	   

Essential Practices 

•  4d.1 The institution has a privacy policy and 
appropriate technology systems (Client Protection 
standard 6.1). 

 
•  4d.2 The institution informs clients about when 

and how their data is shared and gets their 
consent (Client Protection standard 6.2).  

Dimension 4: Treat Clients Responsibly 



Example for 4d: Caja Morelia, Mexico 
protocols to protect client data 

•  Employees: 
�  have access only to the data required for their job 

functions 
�  log in using an individual user name and password to 

access client data 
�  have to do a thumbprint scan and sign-in in order to 

enter and leave headquarters 
� must sign a data confidentiality agreement 

•  Additionally: 
�  Changes to client data require authorization by at least two 

people from different departments 
� Minimal data sharing with external firms (debt collections) 



Activity 3: 
Match the essential practices to 
their standards 
 
(20 minutes) 



True or False? 



Q. The Universal Standards describe the client 
outcomes that all financial institutions should 
achieve. 
 
 
 

A. False.  
 
The Universal Standards are set of 
management standards that define 
“strong” social performance management. 
   
 
 
 



Q. The Universal Standards apply to all 
socially-motivated financial institutions. 
 
 
 A. True. 
 
While these are good practices for ANY 
institution, they are specifically directed 
toward financial institutions that have a social 
mission and want to achieve it. 
   
 
 
 



Q. The Universal Standards were created by 
the staff of the SPTF. 
 
 
 
 

A. False. 
 
The Universal Standards were created in response 
to demand from SPTF members to define “good” 
SPM.  Between 2010 to 2012—over 400 people 
contributed to their creation.  
 
SPTF’s role is synthesis of members’ 
comments, organizing discussion, and publishing 
final manual. 



Q. The Universal Standards include the Smart 
Campaign Client Protection Principles. 
 
 
 A. True.  
 
About one third of the Universal Standards 
for Social Performance Management are 
taken directly from the Smart Certification 
standards on Client Protection.  
 



Q. Compliance with the Universal Standards is 
required for SPTF membership. 
 
 
 
A. False. 
   
The Universal Standards is a 
comprehensive set of good practices created 
to help financial institutions achieve their 
social goals.  It clarifies and standardizes 
SPM.  
 
It is a resource, not a requirement. 
 
 



Q. Most financial institutions should be able to 
implement all of the standards within about a 
year. 
 
 
 
A. False. 
   
The Universal Standards contain ALL of the 
known “strong” SPM practices. Any financial 
institutions that choose to, will implement 
them over time; some will take longer than 
others. 
 
 



Introduction to the CERISE Social 
Performance Indicators (SPI)4 Tool 

1. 
Learn 

2. 
Assess 

3. 
Plan 

4. 
Implement 

5. 
Report 



Who is CERISE? 
 

■  Knowledge exchange network focused on 
disseminating good practices for responsible finance 

■  Founded by five French organizations specialized in 
microfinance 

■  Works through partners:  Financial institutions, 
networks, TA providers, investors, donors, and 
researchers in Africa, Latin America, and Asia  

 
 

www.cerise-microfinance.org 



Why is it important to assess social 
performance? 

■  Without assessment, it is virtually impossible to identify 
all areas of weakness.  

■  Assessment facilitates effective action planning based on 
the results. 

■  Several assessments over time allow an institution to 
track its progress.    

■  Improved SPM helps the institution to achieve its 
mission. 

.  



History and Development of the SPI 

•  One of the first social audit tools developed; it was 
launched in 2004. 

 
•  There was a significant participatory process to develop 

this version of the tool. 

•  This version of the tool, the SPI4, will be stable until 
June 2016. 



What is the SPI4? 
 
•  It is the first and only social audit tool that is 

completely aligned with the Universal Standards. 

•  A social audit tool that:  
�  is affordable 
�  can be customized with optional modules, and  
�  generates a variety of reports. 

•  Ideal: reduce reporting burden on the financial 
institutions through promoting adoption by 
investors and donors of the SPI4’s standardized 
indicators and reporting formats. 



What the SPI4 is not: 

• A rating 
 
•  Something you can do in a couple of hours 
 
• Expensive 
 

 



Structure of the SPI4 Tool 

■  Welcome Page 

■  Organizational Information 

■  Adapted MFTransparency tool for calculating APR 

■  Choose your optional modules 

Ø  Gender, environment, poverty, SPI3 

■  Main questionnaire 

Ø  Universal Standards 

Ø  Client Protection Principles  

■  Report generation 



The SPI4 evaluates the Standards 
based on indicators 

Essential 
Practices 

Standards 

Dimensions 

Indicators 
Evidence to evaluate an 
institution’s level of 
implementation of the 
Essential Practices. 



SPI4 Example: Indicators for Essential 
Practice 5a.1 

Essential 
Practice 

5a1 A written Human Resources policy is 
available to all employees. 

Indicator 5a1.1 All employees have access to an up-
to-date copy of the HR policy. 

Indicator 5a1.2 HR policy is compliant with national 
labor laws. 

Indicator 5a1.3 The written HR policy is clear and 
covers employees’ rights. 



CERISE’s SPI4 Web Page 

Access the page at: http://cerise-spi4.squarespace.com  
Dedicated email address for questions: spi4@cerise-microfinance.org  
 



Show the SPI4 tool 



View: Universal Standards Report 

Two report types 
•  Graphical 

presentation by 
dimension 

•  Score out of 100 
for all essential 
practices 



View: Client Protection Report 

9% 

23% 

68% 

Prevention of Over-indebtedness 



View:  
Social  
Dashboard 
 



Make a Plan! 

1. 
Learn 

2. 
Assess 

3. 
Plan 

4. 
Implement 

5. 
Report 



Action Plan: Purpose & Key Elements 

• Purpose: Provide a clear plan to improve weak 
practices revealed by the social audit. 

 
• Key Elements: 

�  Step-by-step process 
�  Timeline for each step 
�  Staff responsibilities 
�  Outputs for each step 
�  Budget 
 



Whom to Involve? 

•  Senior management and the board of directors; 
its crucial to have their buy-in 

 
• Managers specific to the intervention (e.g., 

involve HR director in the development of a staff 
training on reaching target clients) 

 
• Everyone! Long-lasting interventions will 

involve staff at every level. 



1.  How an action will benefit clients. 

2.  How an action fits the institution’s strategic priorities. 

3.  Risk management – what are the burning issues that pose an 

institutional risk?  

4.  Time and resources required (human and financial). 

5.  Effects of local context (e.g., regulation, competition). 
 

à Client protection weaknesses should be a priority. 
 

When prioritizing the gaps, consider: 



Example: Prioritizing the benefits for clients – 
Identifying quick wins 
High	  value	  
for	  clients	  
or	  MFI	  
	  
	  
	  
	  
	  
	  
	  
	  
Low	  value	  

High	  value/	  
high	  effort	  

High	  
value/medium	  
effort	  

High	  value/easy	  	   High	  
value/easy	  

Medium	  
value/	  high	  
effort	  

Medium	  
value/medium	  
effort	  

Medium	  
value/medium	  
effort	  

High	  
value/easy	  

Low	  
value/high	  
effort	  

Medium	  
value/medium	  	  
effort	  

Medium	  
value/medium	  
effort	  

Medium	  value/	  
low	  effort	  

Low	  
value/high	  
effort	  

Low	  value/	  high	  
effort	  

Low	  value/	  
medium	  effort	  

Low	  value/	  low	  
effort	  

	   High	  level	  of	  effort	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  Low	  level	  of	  effort	  
	  

Source: Oikocredit SPM Mentoring Program/A.Simanowitz 



Sample Action Plan 

Template for action plan (at the bottom of the page): 
http://www.cerise-spi4.org/#/conduct-an-audit/   



The realities of action plan implementation 
 
 

• Common challenges 

• Tips to resolve the challenges 

• Case example 



Challenge. Obtain buy-in from the board of directors. 
 
 
 

Tips. Tailored and ongoing training; sharing social data 
•  SPM awareness raising workshop(s) for board 
•  SPM manual and dashboard for board 
•  Regular meetings between SPM champion or mentor and board 

Members of the board often…  
•  are unfamiliar with SPM, or misunderstand it 
•  say it is not relevant 
•  say the action plan is too expensive 
•  feel that their focus should be delinquency management 

“If the board does not understand, nothing moves forward." 

1. 



SPI4 Report:  
Social Dashboard 
 



Challenge. Obtain buy-in from everyone else. 
 
 
 

Tips. Training, input, and involvement of everyone. 
•  Organize SPM awareness raising workshop for all staff 
•  Encourage staff to voice all skepticism and concerns 
•  Discuss results from self-assessment and identify “quick wins” 
•  Link SPM to people’s daily work 

•  CEO focus is on delinquency management 
•  Field staff focus is on making loans and collections 
•  Technology team focus is on proper functioning of MIS 
•  Disbelief in connection between improved SPM and lower PAR 
•  No one wants more tasks 
•  General resistance to change 
•  Funder is the only one interested in the action plan 

2. 



Challenge. Involve everyone in the work. 
 
 
 

Tips. Involve every department; check regularly on 
progress. 
•  Assign responsibilities to each department in the action plan 
•  Champion/mentor coordinates the work but does not do the work 
•  Monitor progress regularly 
•  Use influence of key stakeholders (e.g. investors), where possible 

•  Enthusiasm peaks during planning exercises, then fades 
•  People expect SPM champion to do all the work 
•  People get distracted by other projects or crises 

3. 

“The biggest challenge is getting everyone involved." 



Challenge. SPM champion/committee does not have 
enough influence. 
 
 
 

Tips. Choose project champion(s) from the senior 
management team. 
•  SPM champion / committee members are senior managers 
•  Preferable to have representatives from more than one department 

in the SPM committee 

•  SPM Champion / committee members often: 
•  are mid-level managers 
•  lack authority to assign tasks to senior managers 
•  have limited influence 

4. 



Challenge. Action plan is unrealistic, because people 
underestimate resources needed and/or are afraid to be honest. 
 
 
 

Tips. Build in time and resources for unforeseen costs and 
delays; have one-on-one conversations with colleagues. 
•  Talk to department heads one-on-one to get their honest feedback 
•  Revise the action plan after these conversations to be more realistic 
•  Expect change to take at least a year 

•  Fear of expressing doubts or confusion to senior management 
•  Tendency to say yes first, and only think through implications later 
•  Gap between what people think is happening and reality 
•  Underestimation of effort required to complete a task 

5. 

"Who will say no straightaway when your CEO is 
sitting right there saying, 'Let’s do this guys!' ?" 



Other challenges to action plan implementation 
 
 
 

Challenge Tip 
Turnover Ongoing training / train newcomers 
Financing Match action plan to your current 

level of resources 
Changes to regulation Put action plan on hold 
Crisis Put action plan on hold 
Overall organizational weakness Put action plan on hold 

SPM is part of all organizational processes. It is not 
possible to improve social performance in isolation from the 

performance of the institution overall. 



Improve Practice 

1. 
Learn 

2. 
Assess 

3. 
Plan 

4. 
Implement 

5. 
Report 



Take Action:  
Use the Implementation Guide! 

http://sptf.info/images/usspm%20impl%20guide_english_20141217.pdf  



Practice Using the Guide: 
Find information in the 
Implementation Guide on the 
essential practice(s) that are most 
challenging to you. 
 
(15 minutes) 



Take Action:  
Use the Resource Center! 



Take Action:  
Use the TA Database! 



Activity 4: Resources “Treasure Hunt” 

Use the SPTF website to find answers to the 
questions in your Treasure Hunt worksheet. 
 
•  The Resource Center: http://sptf.info/

resources/resource-center  
 
•  The Implementation Guide: http://

www.sptf.info/spmstandards/universal-
standards 

 
 
(20 minutes) 



From Intent to Action:  
 

Resources to Pursue  
Responsible Inclusive Finance   

 



Responsible Inclusive Finance  

CLIENT PROTECTION  SOCIAL PERFORMANCE 
MANAGEMENT 

•  Prevent harm to clients 
•  Assures transparent, 

respectful, and prudent 
financial services to all 
clients 

•  Ensures institutional focus 
on client well-being 

•  Measures progress against 
social goals 

•  Balances financial and social 
objectives 

Applicable to institutions with a 
double-bottom line  

Applicable to all financial 
institutions 

•  Includes client 
protection  



Responsible Inclusive Finance  
Working Group 

Collaborating to streamline efforts, avoid duplication and reduce confusion of the 
various resources and tools related to responsible inclusive finance.  

Responsible Inclusive Finance Initiatives 
Focusing on improving social performance, client protection and 
transparency in the microfinance industry  



Responsible Inclusive Finance  

CLIENT PROTECTION SOCIAL PERFORMANCE 

Social Performance Task Force 

Smart Campaign 

MFTransparency  
Truelift  

CERISE 

PPI 

MIX 



Client 
Protection 
Principles 

Client 
Protection 
Principles 

Client 
Protection 
Principles 

Client 
Protection 
Principles 

MFTransparency 
Rules for  
Pricing 
Transparency  

Truelift  
Pro-Poor 
Principles 

Progress out 
of Poverty 

Index 

Truelift  
Pro-Poor 
Principles 



The ultimate goal 

More institutions better equipped to achieve 
their social goals— and meet the needs of their 
clients. 



Thank you for your 
participation! 

 
For questions or comments, please 

email SPTF at 
info@sptf.info 


